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IT. INTRODUCTION 


cr FY-83, this 


OG 3D 
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A. PURPOSE 


Mecoonm=7ing chat earlier this year the Coast Guard's 
level of awareness was slevated with regard to a2ficienciés 
in the basic skill and knowladgs requizements,! the purer 
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dimension. This thesis will explore tne concept of 
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and evaluated in light of currant research. recommendations 
concerning chose 2zlements and their usefulness in the evalu- 
meron and cchtrol*ot the quality and quantity dimneéensic 
Pee be Offered wrth ths intention of improving =h2 Coas= 


Guard's responsiveness to evolving quality damands. 


B. BACKGROUND 


We ileate as 1975, the Coast Guard snajovyed a rebuteticn 
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y Orly =o the Merins Corps and 2] Aa 
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Figure 1.1 Mental Category I and II By Service 
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Mental Category IV and V By Service 
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While mental category does not stand alone as the single 
egetieacCt=rtsric Or predictor of quality, the various c 
ries (I thru V) have preven to be valid predictors of Ciass 
"A" schcocl performance which in turo serves as &@ valid vred- 
Secor fcr jcb performance 


During recent years the short term parformance of 


recruits in basic training has followed a similerly unset- 
Meamg pattern. The recruit training 


increased from 12% in 1978 to appro aT Sey | 9% Goer 


mn 
attrition rate* has 

m 

attrition wae 8.34% Gscr 


By cOmparison, Navy recruit training 
FY-82, and averaged just 8% over the pas* three years.5 
Beyeema 2eCzruit training, attritiog atzac Class "A" schocls 
has also reached larcer proportions, averaging nore than 134 
system wide in FY-82, far exceeding the 7% rate experienced 
by the Navy cGuring the same time period. At one technical 
"A" school, more than 40% of the students were rephased, or 
Gamexconeacd in training, at least onca during the training 
period [Ref. 2]. This level of attrition and rephasing 
carry considerable implications for ths costs of recruit and 
specialized skill training. 


Moe Telaetive decline in the ettrectiscn ct gqualiey 
u ve 


Ze egiecs 2rec the Coast Guard cculd not have erzivedwdum ig 
a less desireable pericd. During recent years, the Coast 
Guard has bequn positive movement into the technological 


a Tc 
age. whether abcard the 270! WMEC'S, che HH-65A helicopters 
or the HU-25 Falcon jets, the term ‘skilled personnel’ has 


Peagun to take On Raw meaning. This trena is ° fete: 


Hee ounc in Reierancse Cl FY-~82 was provided oy the Defense 
Manpower Data Center (DM C) mana 2h] Coascicuardedaee a 
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SU.S. Cecast (Guard Miandant®*s Beliefang “A aseneo Uaeae 
Scores, September 13, . 
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evidenced by the svolution of advanced management inicrmae- 
tion and decision support systems such as the Personn3l 
Management Intcormaticn System (PMIS) and the Joint Uniftcraed 
Military Fay System (JUMPS), as well as Sregress with the 
Moo cCMputer network installation. Considering <=h2 adverced 
skill requirements that accompany aca of these in r. 
the personnel demands being placed on =he Coast Gu 
unlike those axperienced at any time in our histec 
Abe hough new tc the Ccast Guard, these qu 

Simultaneously being placed upon th o 
as well. 

The nature of these trends and their serious implica- 
tions on current and and future operational performance have 
merce gers Unnoticed by ths Commandant. Earliar in this 
Fiscal year, in direct attempts *o impact che quality dimen- 
Sion ir manpower planning, the Coast Guard took four 
Significant action steps 


a scholastic requirement was establisned as an 
eniistment standard: high schocl graduate 
S=mnlgnesenesc. GED 

-~ the mental standards for anlistment were raised to 


+ch tke minimum 'A' school standards 
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@¢é "At schocl mental batcrery qualifying scores 


were raised fcr sixteen of twenty-three schools 

- the develooment of an Education Enricament Predran 
(EcP) was authorized for use act Coast Guard 
tra acs the reading 
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maeian che context of cther aikgernatives. The raising end 
lowering of qualification scores is not a unique occurance. 

6 Having been used before and given somé combination of 
Seteical COnclLtiggs, i.=. lcw unemploymen> coupled wich higa 
personnel needs, the temptation for their lowering may occur 
Eemecome time in the future. Additionally, as initiaily 
approved, the need fer the education enrichment program is 
expected to decline in future years { Ref. 2]. In a sense 
then, these initial steps represent reasonable band-aid 
sewutacne for a series of Serious problems. The void cf 3a 
long term organizaticnal stratagy for change remains 
present. Hew can the organization sufiiczrencly adjus 
itself sc that quality and quantity demands are re 
recognized within the planning process and operationally 


achieved? 


C. OBJECTIVES AND SCOPE 


In developing this long term strat 
alternatives seem open for considerati 
Paameeornetien Stratesqy, TSscegnition of 
accompanied by a desire n 
Giemces. In addition to the Education Ex 
{EEP), there are many other alternative actions open to the 
Coast Guard that would provide methods of copimg with an 
aeeux Cf Tinimally qualified individuals. Phe Coase ee ue ra 
ic itera end pDUrSUS 2@ny one, Or SOMDIne ti O= eee 
SLEeSr Nae. VES appSsaring in Table I. 

Hiaese dae but a few e cE ths Options evesleole foreimpaccame 
m= GWelley C€imession gz toe Bet adi Vv iddeds are tre 
Ace d Wlehin the System. Within thie Strategy ven- 
aSSumptions ar2: 1) we are attra 


1S 





TABLE I 


Options for Impacting Quality 


Require that additionai forms of basic 
training to be accomplished prior to s 
BCL Specialized skiil scnools, i.e. ad 
correspondenc? courses. 
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Baovede additional tunding and support fon. the 
Soeraucy C€aveatzZon precaqran. 

Develcp incentive systems that promovze «he 
advanteges of &@ continuing education program, 
Meteo octendence at Ss@meols on Ceast Giiara cine. 


Encourage the developn 
base rding courses admin 
Cperationai units. 
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Authorize Enlisted Screening Panels which 

would provide additional personnel reviews obrior 
Mem cnot scat een Lol Le=enliscmshe. 

Aderet Mllestemes <O Success tha= Would 272m 
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Smiatity that 1s available, and 2) current deficiencies ir 
quality are something over which the Coast Guard e€xéercisées 


meee OF NC Ccontmol, i.2. the hign schools azsn"t what 2 ncy 


used to be. While each of these actions offers poteniial 
for a measured impact cn the quality dimension, they recog- 
nize and accept existing quality deficiencies as a given. 


Maes second alternative, an input/conisol strategy, 


recognises +he problem and aspir 


(D 
ty) 


Oo peel t LMS tothe 


meget the quality dimension directly at =he input sonice. 
This strategy assumes; 1) the Coasz Gua 

manpower nééds in qualitative and quantitative tern a 
these needs can be eae valet, operationalized at the input 


source sc as to facilitate optimal s¢leaction. 


iD 


The recruiting prcgram seems best suited for pursuing 


ct 


Mees anpuc/ccntrol strateqy. AS th® ssganizational ara 
-— for the sélection and anilisctment of th2 manpows 

@uress, it occupies a UNigue position effording #h- 
a. to be the most effective agent in addressing bcth 
the quantity and quality demands. 

When viewing each of the vorimarty altarnativ 
as the many appearing in Table I, 2ach shares an inhers 
cost differential in addiction to variations 
a" Teeter ert reang clhr=Ceiveness. Wsiome oO faaen 

ives require considerable ets parse 
investments while others can essenzially pe incorp 
Mice eX.S7~1ng programs and policies. Ir any cés 


costae will ret bs addressed eS 2zssu2s 


PRS Df 2hSe GUst ct delve asvec= Ci Chistateer.s seve, 
+he Ccast Guard has established planning procedures for 
determining its manpower requirements. Additionally, intfor- 
maticn systems are in pléce which orevile sons cvaiuation 
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m= Meineained at the desired level. At the input source, 
the Ccast Guard has censistently exhibited skill and succéss 
at meeting enlistment guotas through the recruiting progzan. 
Over the past eight years, the recruiting pregram nas aver- 
aged an achievement ci more than one-hundred péer-cent cf its 
assigned quota. AS an additional indicator of success, in 
September 1982, Captain Stevens Smith, <he division chief 
esponsible for the recruiting program, was vresented with 
*he Awazd for Achievement in Equal Opportuni«y by she 
Secretary of Transportation Transportation. ? 

With the qualitative aspect however, a similar level of 
planning and achieving success has been somewhat elusive. 
Perhaps due to +he lack of a Singular or universal defini- 
meen Or upderstanding of the term "Quaiity dimension", <chere 
are no specific quality goals of achievement for any i¢evel 
above that cf the minimum enlistment standards.® In the 


Seeence Of Explicit organizational quality goals, there 


a 


as 
been little activity to design measures of input quali 


ty 
ieanor=, other than +0 insure that minimal standards are 
attained, the Coas* Guard has no oth2r mechanism =c ide 
tz.fy, obtain or evaluate the quality dimension at the p 


Mair. AccCOndimgG ly, the .obgectivenot this hse. = (sea 
pursue the second alternatives, identifying those aspects of 
the recruiting program possessing *he poten 

the qualicy dimension, focussng on tas Hise a SpeGe 3cs 


imeem eng end ccntrcliling qualicy. 


"G@enmandan cts Suilet im, Ve23-62, 0-9, 11 CGzeo5er 132. 
SThe Steediewns as detined by ~aSs Recruiting "Merge! 
(SSID IINSi rio. 2) . 





D. QUALITY DIMENSION 


mew) CChCeptsSmwmithinethe recmuicang contex= seemecen 
of generating as much controversy as does *he concert o 
Beawedity"’. Sinca»sthe introducticn of the All Volua 
oer) 2m AO 73ye the cconee pte and its implicawons have been 
used to the advantage and the disadvantage of the D 
of Defense. The desire for quality was viewed with su 


mipotcance ty Congress that specific goals and constraints 


recently been heigntened 
Ob Gemeral Concern and desire in savsery organization, the 
term quality seems tc be one of those broad intangibies that 


Pedseeancil: +o define explicitly, mors diftfii cule ssermecsuce 
eect -ecmely diificult to predict accurately. When eprlica 
meen anaividual or tc that individual's periormance, ie 


becomes the product of innumerable traits th 


A 


t Drovers l= 


cult to evalwazte in a cumulative sens2. Ability, aptitude 


f 


and attitude are put a few of the quaiity ¢ 
Meiemietr. 6d these traits, t@#@ individual's ¢ 
mani a team, toward a pro jecteom operatic: 


subject to a great many situational factors. A 


Lu 

icant screenings. While tasearec 

azrest records, School explis2tons 220 etatee 
S al 


Culd weduce atzrition by n2az 


[SE oe ee ee ee ee ee eee ee ee 





fRef. 3], this information is frequently unavailable due to 
Various state and local statutses.i9 


All is not lost hcwever, as there are two aspeccs of 


quality that can be méasured; education attainment and 
mental ability. To scme degree, each of these individual 
Measures serves as a composite for nany of the previcusly 


HMenticned sirgle traits. 


Evaluating the highest levsl of education attained 
Cc a 


r Of fan 2900. Vie view s a 


memes aS 42m indicat 


j) 


mag ability. Additicnally, considerable re 


oe 


r+ YD TS 


repeatediy supported the link between educa 
the successful accomplishmen= of subsequent 
1981 study Ey the Center for Naval Analysis, it was 
concluded that education level had the greatest impact on 
eimveeval Cf a recruit through <he first eight years ce 
Service {Ref. 4]. Recent Coast Guarc data tends to support 
amie concluston as shewn in Table if. 


TABLE II 
HSG vs. Non-HSG Completion Rates 


GCOMcClet ing ReCwuemeres: Diag cee 
Graduaztec Discharqed 
HSG 2 eos lee 
Nen HSG 699.04 Sane: 
Overall average 81.2% 18.8% 
MaMoct potanple difficulty is enecunzeseQ on e-eaeere ee. 





%  Wenvtel dpticude 


in th] Welitary context, mental aptkatude is defined 
feeeon= potential™rto benefit from training, in o 

Memeuce Clk trainability. Tests fco= mental aptitude are NOT 
intelligence tests. Until February 1983, the Coas 

derived these measures from the adminiszration of th 


Guard test battery during the fourth week cf recruit 


cr 


Mmaee ting. Since that time, =h2 Coas 
= 


cthar services in the us2 of tne Aro onal 
Meee tud= Batcezy (ASVAB) Which is administered pricr to an 
meas vidual's anlistment. The test bactzery consists of a 
number of individual tests that seek to determine leveis of 
moa artunmatic, mechanical, clerical and electrenic 
skills. The composite derived from selected tests are then 
combined with certain physical, medical and eéducaticnal 
egezds tc d2termine an individual's ¢liqibility ier 


eniistméent into the armed forces. 

POE Queility determination purposes, the arithnetoc 
and verbal scores have traditionally been combined 2nd 
grouped i Tae Mei Vecd2stimec ™escsnwils categories He -a- 


Rac 
peed or Table f1f. 


TABLE Iil 


Mental Category by Percentiie 


Nene al Category Per canc. Le 
diet eat Bee oo 
i ee: SOF oo 
ee 31 - 49 
IV & ¥ Q =- 30 
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Persons who score in Cateqory I or II azée considered abcve 
average in trainability; those in Category III, average; 
those in Category IV, below average; and thos? in ma Cray 
V, well belcw average. (For comparative purposes, r2aiing 
ability for thos2 in Cateqory IIIT equates to the eighth 
grade level.) The military services have traditionaliy 
Ment itied those in Categories I, II and the upper half of 
TTI tc be the most desireabl= apviicants. Members of these 


gzours generally qualify for &@ wider range of specialized 


meeebeecss ining Schools and ¢xpérience less attrition, 
mmeneby reducing training costs in terms of time and 
dollars. Additionally, as in th2 educationai level 
attained, persons in the higher mental categories have exh 
Bere dgeamcater prebabilitzes cf compieting recruit trainin 


f 


than dc those in the lower a [Ref. 5}. Recent 
Seaae Glerd data tind to support tha: 
mepie IV. 


SOMES Hon tas = ew 


UV) 


TABLE IV 


Recruit Training Success By Category 


Completing Recruit Training PY-82 
Graduated Discharged 
Category I & IT o7 .o% Cele 
Categery IIIA No os Be Zi 
Cavedenry fi 8 oie Ne Cen 
CaccGca LV Gav Boao 14.174 


om 





a oul mar y 


Pez hough =the Seren@th of the telataicnship between 
the two measures and quality are frequently discusséed and 
bear some interpretational limitations, Substantial research 
has indicated that becth education attainment and mental 
Meelaty avs valid predictors of future Success in training 
fRef. 1 p. VITI-1.]). These =zwo factors then 32re represents 
by the <4rm "quality dimension", The dagree to which the 
Coast Guard incorporates these measures 
process=s and the degree *o which these 


Meaeeecac CL tne LECrIUiting program's o 


ne 


level of success achieved with the gua 


Ee RECRUITING SFPECTIVENESS 


Gn evaluating the oerformance of an organization, t#o 


criteria ccmmoniy utilized are efficiency and effeczivenszss 
Peeobe TORMeGE, OFTGanizational outputs are compared to it 
inputs, whereas in the latter, outputs arse compared with «he 
Organizational objectives. Organizations generally strive 
bee both andy SLTIECtivEeness = 3ccqnt 222g “ose wo 
May moderate che ot Considering that Sesouzec= G@roiee 
desisionse are buréaucratica Lhe. CORtzO. Orson 
Been Us ling Crqganizaticn, an ing primazily concerned wal, 
achievement of qualitative and quantitative objectives, zhis 


u 
thesis will focus upen recruiting 2ffactiveness. 


BeetUicwing effectiveness is another abstract céerm thats 
Glee icult +o define. There is no absolut= vaine of etrec= 
tiveness. Operationalizing the tern, we generally speak of 
12S measures, measures which relates cutput to the obijec- 
cives. A reeruiting erogram may be considered ef& fective <tc 


ZS 





Eeee dcgree that it attains 
Mee, ti= RoOn-prior service goal; the p 
the high 

eeey COMmbDination th 
meen, in crder for ar 


u 
effectiveness 1* must £3 


th 


O elop a comprehensive s 


th 


1 e 
eeeobjyectives which, collec . Will dst aem@ets pusposs. 
m 


The second reguire 


= 
a 


Y 
enx is that tn program design an 
meeeettiate control system that wiil provide meaningful and 
comprehensive performance neasures affording «=h2 comparison 
PeOrogram OUTPUTS TO program objectives. In order for the 
Coast Guard's recruiting program to achiev 
level of seifectiveness with the qualitative and gquantit 
@emenssons then, it weuld first be requited to have 
Stated objectives wich regard to both dimensions; and 
Eeeeraly, a cONncrToOl system offering the capability to 
Bema be we acuamlity,andwaguality of its recruits to the 
BEogram chjectives. daving this capability in place, eftec- 
tiveness measures can be obtained in continuous short term 


nt 
pericds, creating an #arly warning and control system iden- 
n 
S 


cLiying the nesd for adjustments that enaodle achievement of 
Moma cerm objectives. This effectiveness cycle is illus- 


meacted 27 Table V. 


“- = . oa — 
Ze Soeecelvencs=s £lsn=n=s 
SS a EE Se ee eee ee ee Ea SSE SO SS ee 


As important as is the measurement of effectiveness, 
on2 is eventually confronted with che question of how to 
mepeacl #4. jo “his end, Lt @¥s necessary DO LaEntisy she 
program elements thet have & potential tc impact eriective- 
Mos end =O understand {hei Pr later-elationships sw eleartly 
Pace ce ls NC Sinplem@path, so» single but ton to -~susShein 
Q@Cnhieving a desired level of racrulting program effective- 
ness aS there must be cooperation and cocrdination of 
numearcus elements. These elsments arse idantitfiabls however, 
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TABLE V 


Recruiting Effectiveness Cycle 











Program. 
a program 







Qualitative 
Objectives 


Effectiveness 

Comparison ctr 

Program annual 
Obpecc ves and — 
Resultant adjustment 





Cc 
Cles (i.¢. goal setting, quota determia 
) 


incentive and raward systanm 
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Fe. METHCDOLOGY 


mmo rd=a tO peeve an OVeLV mem 8Of the total enlistéec 


Bee=Witing frogramgas it celates to the deveicpnent cf the 
mmput Scrategy, a theoretical model of recruiting 2fiseceive- 
nesS, in terms cof its five critical elements, is develoved 

T d 


ti 
rom a review of current research literatures. s 
then ccemcrared with a description of th existing Coast Guard 
meee nd Program, fomming a base Erom which useful conciu- 
sions and recommendations may be drawn. 

iemeaaai=190n <a the tkeoretical modal, 2 uniaue conputer- 
ized parscnnel data set has been constructed which allows 
Bee gd G=Scripticn of the recruiting program's output in 
qualitative form as weil as <=h¢e practical exercise cf this 
thesis! recommendations. 


In crder to describe comprshensiveiy the current Coast 
Oleta Secruiting program and its performance in relaticn to 
Peepeti= Quality and quantity dimensions, tasrIe was Gr 


initiai need for system-wide pericrmance djata 
W 


Specifically, what have been the output characteristics of 
miemowetali system, the districts and the recruiting 
Seesces? Considering the present iack of & comput rized 
Management information system, the gquesticn could nox be 
answe ver been collected in 


mie GWantity iimensicn, there were non2 fort any other tEvee 
Sry lL AeGemation. 

Recordingly, in November 1982, wich the funding and 
pinemiow= Cf 2ne Recruiting Division sf che OTBilce ef 
Perscnnel (G~-EMR), and the assist = OF he US eCe teas 

a 


n pe May, an intensive effcrt was undertakan to 
SONStruct a unique data set that would provads qualitative 


as well as quantitative data. The resulting data base 


tu 


a 
includes demograhic and performance data, as outlined in 
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eaitsSee 


Name, . 
Social Secur 
Type of En 


bestr~act of 


BeGrul=ing Orfi 
Meinod “ef Con 
Mecnod of Fellow-up 


Typ¢s of 
@2cizenship 


Educaticn level 


S2x 


Marital status 


Mencrivey grceup 


Religion 
Height 


Weiqht 


Seasct Guard Bat 


Age 


tt) 
}- 


e 


uD 


ct 


D 


ReGualil <= 


TABLE VI 


Recruit Data Points 


Indication of Rerphasal 


Reason for rephesal 


pearancs tsst 


meorEs On 
bac e- OL 
Pad iCaraon 
Reas 
Comeran 


Coe hors 
Vy ote 
Company 


*hat entrance 


Sniistment 


zaeeezeaers o£ thea 
mber 
zZmnant 
£ enlistment 
cery Scores 
BOE Gldliess 
zest 
raduate of disch 


Dischargs 


fa iG 


ranking at graduatior 


Rate uvon graduation (SA/FA) 


a 


Fia32 


last name 


ct 
}-4 
O 
J 


ty 
‘4.9 
iD 
iy 
I 
O 
ca 


4 
ald 


le 


}4- 
ct 


ct 
14 


po) 


p+ 


rae 





mote VI, £cr 3454 of the S90 Beqular recruits who «ager ed 
M=Cruic +raiping at WRAEEN "Cape ay during FY-82. The dara 
mies GOES now 2nclude those recruits entering USCG Training 
Canter Alameda prit6r to its closures in February 1982. 
Mes siqnificance of <his data base is that for che £ 
time, recruiting perfcrmance over a wide rang? of variables 
Can be eavaluated for the program overall as well as for each 


emenc., LeECcculting sffice and detacnamen=s. Stnoportive ct 


Pouemoitanctitaetive data ailzeady obtained, this is «ne first 
feeetesces at recruiting which ccnsicdsrs quality. 


PogeeccOnally, although cross-sectional in form, the data 


bess ctfers the potential for a lengitudinal study of 
n ad 


Meret accessions £cr FY-82. In addition to the computer 
data based information, =elephone iaterviews were conducted 
Meeeeecae) district's Enlisted Recruiting Supervisor, as wetl 
as eoeinadividual recruiters and Officers-In-Charge. Each 
interview was conducted in @ similar manner using questions 
designed to provide a background ca policy interpretaticns 


and implementation. The questions are provided in Table 
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TABLE VAL 
Interview Questions 


Gameyou identify <zhe perfcrmancs msasur eS. ae 
Cu use to evaluate the performances of yo 

moem@ulci nd OLflc2s? 

What perfcrcmance measures do you beliscve ars 
used Ey Headquarters to evaluate your 

Beste lc.u's péerformanc =? 

DG oD Secsive the Dischazrg2= Log £rrom Cape May 

eeen Menth? Hew d¢ you use it? 


vidual charact 
ico ec 


ari St 


= fI+- 
oJ /- “a 


How co you distribut 


ut2 you 
Meme recs -ing offices? 


Dc you have a fornal 


a recogni 
men your recluricers? 


mes do Cecr uae: 
use <9 determine an ape imeear 


onthly quota among 


tion/coceward program 


MemweEmtiany Of YOM Lecruiters rec3sived any zype of 
performance award during FY-82? 

Gan you identify cne major preblem within the 
Gecor GUard'sS FecruLting progran? 


ia 





II. EFFECTIVENESS MODEL AND LITERATURE REVIEW 


A. BACKGROUND 


fre €nd Of the emilitary draft ia 1973 broughs several 
Brandes to the reeruiting activitéees of the DOD service 
Primary among these was a heightened concern about the 
Mien cty of the All Veclunteer Force (AVF). This concen 


Peeve d <O initiate a broad range of research that is conti- 
we 


nually investigating the relationshios between the varicus 
elements of the recruiting program and their votential to 
postively impact the quality dimension cif manpewer planning. 


While oriented to the DOD services, th 
Many useful implicaticns for resolving si 


issues facing the Coast Guard receruiti 


$3 
\Q 
ro bj 
i} 
o 
i: Q 
4 
j) 


iiterature review is representative ci the x 
varicus elements of the recrui 

menzc cf recruiting effectiveness and the achieven 
@eataey Objectiv2. In order, zh following recruiczi 
Peeeimietic somWiil béeéwaddressed: territogial vokential 
Beeemoec oer ilS tics, numkter of recruiters, trecrulzing so 


and management poclicy. 


B. TERRITORIAL POTENTIAL 


In a study prepared for the Naval Fersonnel Reaséarch 
and Development Center (NFRDC), Dr. James Atima sought to 
develop a measure of recruiter effectiveness that would 
e2eeleert the inherent potential of a territory for preducing 
Petereciecns., tNeccgiazingd thas all tertircories did ace share 
the Samé potential for generating 2nilistees, he scugh+ to 
determine a set cf variables that could f2% into an equation 
B= actly eredicting the expected oroduction of a recruiter. 
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Peirce ita) Ae tS co prederct net prod 
eeoductivity corrected for attrition, the results pro 
unreliable. However when the qualitative d 
considered, the measures became responsive 
-fiferences. The resulting equation demonstrazed the fe 
bility of utilizing ¢ducational data from the school 
@estbricts to predict the expected recruiter production. 

The findings of the study produced several interesting 
implications for the management of recruiting efrorts. 
Meese, he author found that while the normal elements 
We lized by policy makers in establishing quotas (Qualified 
Military Availables (QMA) and number of high school gradu- 
ates) were associated with the number cf accessions from a 
mmr oty, there was no statistically significant causal 
relationshir. Further, these elements lacked any qualita- 
tive dimensicn whatscever in distinguishing the differing 
Bocential of the té¢rritories. 

Secondly, the trend of assigning recruiter ~essurces 
based on QMA resulted in dense mecropolitan areas having 
large vecruiting stations wher? recruiters spent inordi 
amounts o£ tim? with unqualified applicants and produced 


Beemer GUality recruits. Als an alternative, the number of 


femal¢ high school graduates proved to be the best predictor 
Caio ty sect ite DPECdUCT2 ON in @ given territory ff Ref. 6]. 
MmEenoracn Of tCSerretorial “pozential and whe weewes 
educational data @s a determinant of quality is further 
Supported by the findings of the Profile of American Youth. 
ea I9800nat: Onawide adminastration of the AEBwRied Services 
Vocational Aptitude Eattery (ASVAB), test performances were 
compared regionally. Th mean AFQT ctercentile scores, when 
divided into the nine regional divisions utilized by «he 
0.5. Bureau of the Census, identified New England as having 
the highest average (60), followed in order by the West 
Hoe leoo yeaa Le wActaemnt ac (53), Bast NOrtnh Cenrral {(S2),5 
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Ph rar | 


Petite a (See demt TC USO) ees South Centmal (48), Scuxh 
tlantic (44), and the East South Central (42) [Ref. 7]. 


emphasizing iffering regional educational perfornance, 


Phe impect of varying standards for GED certificates on 
BeGEUit SUrVival. Dividing the fifty states into Fo 
unique categories based on the stringency of GED rsq 
Men=s, the survival rrobabilities exhibited a@ consistent 
pattern of increased survival with increased requiten 
Bee achieving passing grades. The revort suggests th 
Bemetits can be attained by treating GEDs from «he st 
a differential manner with regard =5 the applicant sc 
process {Ref. 8]. 


Through thes? research efforts, it 1S apparent that ir 


i) 
iD 
Len | 
js 
j-4- 
W 
cf 
i 


allocating valuables recruiter resources as well a 
Ment quotas, criteria superior to QMAs and numbers of high 
x 


menoGcl graduate M2st. The research would suqges 


ct 


S 
these allocation decisions are not as Simple as the 
appear. The consideration of territorial differences offers 
the decision-maker greater flexibility and control over 
increasing thn? probalilicties of achieving an improved 

= 


recruiting/recruiter output (quality and quantity). 


Coe RECRUITER CHARACTERISTICS 


As the organizational revresentative most directly 
moved in the tecrulting process, the individual teesuc cer 
provides a unique set of personal characteristics, skills 
and abilicies that have obvious ootentia 
attracting desirable applicants. Saveral studies have 
focus¢es on the variety or characteristics required in devel- 


oping a successful recruiter. 


Se 





In @ University cr Wisconsis- Madison study, Individual 
Reactions to Organizational Recruitinbg: A Review, the 





Game’ S attitudes and job choice? behaviors. The recruiter is 
identified as having a definitsS imoact on the decision- 
Gemernd Of the applicant. In reaching this conciusior, 
several specific recruiter characteristices were examined. 
Applicants were generally in agrescmert «hat age, verbal 
Elagency, personality end current knowledge had positivs 

1. 


papeeeuences Cn thsir decisions. The pretsrenc2 was for 


fea, UU. ROS SCO Young, CeCrDuecers with a "pleasing" 
personality, capable cf discu Mien oC poe sa10 2 ts 


pa 
Reesen-2tion on the crganization. Additionally, a@ job <citle 
Peeucaively intluenced the perception of recruiter compse- 
tence. Aithough noz strongly supported, race was determined 
to have somes impact as black aplilicants seemed to respond 

a Cc 


rc oséx as a determinant was ne 
“ers were evaluated as "Detter th 
eo thetc male ccuntercparts [Ref. 9]. 
Mia dd ition tow telatirg erfectiveiy to applic 
recruiter must be capable of accomplishing a diverse set of 
SKS Bach milictéry service is interested 
meee den-citying these addizional skills es they may lead ge 
n Valuation as well as enhance + 
E cConremetal recruiters. In &2 SSrlies Of Theres Seales 
R Eorman, Hough, Dunnetts 19763; Bernac, 
Ferman, Rosse, ITogquam, ADztanams 1981), 
a ight hundred critical incidents describing +hea 
f effective to inaffective recruiter perfcrmance wers 


ly =¢edtced to nine descriptive dimensions. fin final 


(Dp 


r the las* phase of study, =h= number of dimensicns 


Was further reduced tc Four: 





sees elMingGy SKI tis: selling Nevy ecrfectively 
£¢ erospects; displaying conrtidsince 
and effectiveness 

- Human Relations Skills: establishing and 
maintaining gced interpersonal reiations 


with the prospects, recruits and persons 


{> 


ee Community 


‘ 
O 


Baanzezing Skills: planningganead, accura z]ely 
C: 


OQ 
Ey OQ 
sv 


ipiscing paperworx 
cmuvercacll Performance: a GOnposSize Measurs 


Beane three eCrimazy skiagds. 


These performance categories, broken down by factor 


analysis, identify specific behavioral and vocational 


interest items that reliably predict desired performance. 
Mae Study in tinal fecrm provides a test battery compcsed of 
170 bersonality and 6C vocational items “hat reliably 


Peeg2act Navy and Marine Corps recruiter performanc:. 


D. NUMBER OF RECRUITERS 


+h systen, 0 
Memacsonshic has been verified in many studies fRef. 6. ]. 
However when =he recruiting objective is broadened from mere 
mumb2rs +o include a quaiity dimension, and when the 
Marg Ome cachead d27 20nade T2Ch lies S vcior. Cc sae 

Ss 


Lnecreased advertisin 
In field marketing experiment conducted for the Navel 
Recruiting Conmand (NRC) by the Wharton Applied Recaarch 
Semmes, advertising and =ecruiting ITesources wens varied in 
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systematic and centrclied way. The advertising budget 
a 


ny 
S weme varied from plus @oO minus one-hundred percan=y 


| 
D 
js 


5 
Vv 
nd 


p 


zsecruiter stagngth was varied from plus to minus cwenty 


«l) 


nit for fourty-three markets that were invelved as 


iD * 
4 


|. 
ct 


Cc 
Per =teatment or contrel markets. Among the findings, 


Ss 
experiment confirmed “he siqnificant relationship 


c+ 
J 


S 
between the number of recruiters and the number of enlist 
Ment contracts signed. A Similar strong relacionship was 
Served tetween advertising kudget levels and the number of 
PeeaetM=s nt contracts signed. With an increase in either 
Minant, the experiment revealed an =x 
Secnemnmunbes Cx Cone sacts EOr the Ne 
*#he other services. Unlike advertising, reerui 
relatively more effective in recruiting ind: 
life and career goals. Additi 
"lagaed" erfect was cbhserved w 
Pestnd oenefits may not actual 
months after the treatment. 
When comparing the marginal cost difference 
were determined to show the strong 
Sereces On enlistment, nénce a relativel 
Mee, cu at greater cost. In this report, che 
ha 


n 
- a oe _— ~ bod a = -4 a4 
St for a recruiter greatly exceeded that cr advertising. 

O 


Mee sctMen-S, 2 regression analysis vas uci 
between high schcol gradua 

Gh SeCzai2sts san amen] J=vecieon 

S. the studs findings padtalilel taose vor 

Scudy: bcth the recruiter and aces were determi: 

eel sly afrect the number of contracts signed. 

Add= laeey, he Study Poted 4 Cur= sunt sare spacer oe te 


tecruiter and a future orianted impacz of advertising. 
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Aa anteresting dwWtinet Wen OF this™study is that it 
identifies recruiters as affecting enlistments in the upper 
mental categories whereas advertising's greatest impact was 
With the lower mental groups. Additionaily, althoudah adver- 
tising maintains a marginal cost advantage over the use of 
@eeeuitsers with respect to "all high school graduates" 
($1700 to $2200), when the gquaiity dimansion is considered 
Me a comparison within mental group I ~ ZI, recruiters 
develcp a distinct advantage ($2500 <9 $4600) [Ref. 11]. 


Es RECRUITING SOURCES 


Recruitment is frequently considered a oné-way process: 
the organization searching for prospective employees. In 
reality however, recruitment is a two-way process: prospec- 
tive emplcyeses Seeking organizations just as organizaticns 
seek prospective employees. Using this mating theory of 
recruitment [Ref. 12], success is achisved as the two form 2 
Simultaneous match. This match can be accomplished oniy 


when there iS a commcn communications nethicd: SOmeS LOErm cr 


( 


4 


) 


eemeac. linking both prospect and J aeierdiilel The 


recruiting program usés a varisty orf advertising methods for 


( 
( 


this express purpose: TV/radio, magazines, classified ads, 


Girect mail, 2zc. The question thén becomes one of identif- 


{ 


ying the most ¢ffective form of advertising from among tne 
Many alternatives. 

In a study prepared for the Naval Recruiting Command, 
Meenard C. Morey of Duke University used & variety GF 
mepceSsicn techrigues to predict the impact of the vasicus 
media alternatives on the aumber of al jizaaqs and She 
momoer of high school contracts. In general, he tourd that 
naticnal leads were affected to a small g 
tures for general, non-minority TV/radio, very 5s 

a 


MEM-MInOLAaty pranting related sxpenditurss, a: 
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strongly by territorial elemants such as relative pay, 
propensity to enlist, unemployment, atc. The same chértac- 
teristics affecting national leads similarly affect hign 
Bemweol Iraduate contracts ... bUt with 2 two month lad. 
Non~high school graduate contracts were affected most pesi- 
tavely by qucta, classified ads, Binority advertising 
Generali TV/radio and the tarriterial percentage of blacks. 
Ge authcr notes that one high schocl graduate contract 
results from approximately 44 national leads or 65 iccal 


leads. 


v Sane ne 
that the mactority axpenditures should be directed in *+he 
area of printed materials, 1.4. magazines, direct mail, 
newspaper supplements, ¢tc. Using Navy CY-78 funding levels 
Spadeat 72 agclhars, the marginal costs oer additional niaqh 
Semocl aqraeduats contract for TV/radio was $34,024; icr 


@ee Pointed materials by their anpility to inersase 1! 
Seem@ale, nen-prior séxzvice, high school graduate c 


The uss of general mégazines was the clearly super 
eae 


followed by general direct mail, join: DOD maga 
snally, local neéewspaper/highn schcol advertisement 
Meets 14). Interestingly, this study is supportive of 


V 
G@epers ceviewed in that the author indicétes the greate= 
efrectiveness of recruiters as opposed t0 advertising in 
Obtaining the higher mental qrou 

Phe 2mportance of sfirticisnel 
tO prospective recruits is a hei when cons 
vo Weeoueneescatewmey OL Tecruiting dollers aaa) ehe 
declining pcpulation cf 18 year o14 male, high school gradu- 


ates. a .. studies have shown that by 1992, zhera 


oy 


Will be 25 percent fewer high school graduates than thars 
Were in 1876 [Ref. 15]. As the competition for these 


resources witn the DCD services and the civilian market 
Magen cO increase, ccnsideration must be given to idenztit- 
ying alternatives that expand the <craditional recruiting 
tex et SC aS to locate increasing numbers of high quality 
Mfeenets. Ina recently raleased Rand Cotperetion report, 
two-yéar ceclleges and ae vocational schools were 


Mmewet so =3sca as cn2= viable alternative. 


iItsekeag £L6rSt at the potential size of the mezket, the 
authors enccuntered some difficulty as the reports cf total 


Ee 
enrollment in two-year institut 


} 


ons vary greatly by source. 
Generally, considering only male students within the 
targeted agé ranoces fcr non-prior services recruits, the 
populaticn is =stimated at one million. ff consideration is 
given to recruiting prior service students, as well as those 
exceeding the 18 to z1age range, the population could swell 
by more than 500,000 men. With zcegard to neeting enlistment 


Seemaeras cf age, ability, moral character, stc., these 


Bom ces COuUld positively impact ths quality of the shiiszed 
force. Geocraophically, these five largest concentrations of 
jmease potential cecruits are in the states of Califctnia, 


Memes, North Carolina, [illinois and Ohio. 

This market has yet to be significantiy penetrated. The 
student's mcbility as weli as their unstable educational and 
occupational aspiraticns imply gréat potential for military 
recruiting efforts. Fast studies have indicated that 
members having pestsecondery education experience lewer 
attrition rates than do their counterpar<=s having less 
education. With the right recrulctmént incentives and stra- 
tegies (i.e. addressing student's éducaticonal expectations 
meeeecccurat:cnal aspiratzons and financial needs) Vechis 
market might be penetrated successfully {Ref. 16}. 
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F. MANAGMENT POLICY 


= 


Whereas each of the preceeding four elements of tne 
recruiting ¢ffectiveness model address the operational 
performance and potential of the recruiting system, the 
Management policy element addresses crucial administrative 
functions that provide the impetus for operational a 
Two particular aspects of thse broad range of managen 
Beetons will be addressed; goal setting - qucta, and rew 
mmeccani~1¢n. Using goal setting decisions to Eccus 


Merete nal activity, and reward - recogniticn 2 


< 0 
ct 
} * 
O 
rs 
|” 
if 
x oO O 


identify and promote desirable recruiting bena 
recruiting management (Headquarters level) can eé 
considerable control cver the ultimate organizat 


ome out. 


ieceal Set t=na = Quota 


Typically within the recruiting contex*= goals, or 
quotas, are thought of in terms of their operational impli- 
caticn: statements of organizational manpower aspirations. 
Thav are genéraliy short term in natures, one month or one 
year, and serve to direct recruiting behaviors in specific 
Girecticns. There is another side of the goal issué 


however, that oe the goal development decisio 
v 





beenard NM. Steers identifies a major ingre 
+ 


Sieerly define the specific nature of the 


eves 32 Wishes *o pursues". He warns that 


1 
b 
O° 
= 
address goal specificity may allow tower level man 
unintended degrees of goai attainment discre 
Nzad tc conflicting efforts and wasted 2nerg 
h 


— “ae ae fer 


APplying this - eee TO. 5 Sena! ng, we mig 
Ss 


Clearly identify tne ica aS well a 


ao 





Manpowér requirements. Secondly, we would rev 

uate the current goal setting mechanism, establisnin 

degree to which they actually transmit the E 
So 


Ss 
of management +o the various lower levels of the recruiting 


organization. 

As important as is goal specificity, attention must 
be shared with goal difficulty. Rasearch has indicated that 
performance is negatively affected when gcals are osrceived 

n 


h 
to be impossible to attain. Similarly, when goal attainns 
is perceived to be extremely ¢asv, p2rtormance becores less 
than efficient. To the axtent that assiaqned goals are 
perceived tc be moderately difficult and challenging, 
MeereCtmance will be positively affected. In combination, 
the effect cf increasing both goal agen and goai 
difficulty is the enhancement of subsequent <z~ask performance 
{Ref. 18]. 

Having reviewed the develcpment considerations in 
weak Setting, it is useful to clarify the impact of goaling 
processes on the organizational output. A 1976 study for 
*he Naval Recruiting Command attempted to idantify [ Ref. 19) 
whether changes in ae policies, Specliicalivmauictea 
asSignment to recruiters, could significantly afiect «he 


number of school ss is bie high schocl graduate (high mental 


category) enlistments. To no one's great surprisé, tne end 
molt identified thé district quota as being "positively 
eumees?gnuaticently related to the number of enlistnenve". 
Having supported the obvious by analysis, che resultant 
Semel ustcn identified the etfscz cof quota as inhVbeeeve =5 


@ 
When the authers combined this =slationship with the 


r 
a 
a u 
Pmoauction by 24s ligiting cr the number cf sntesemeree. 
ut 
° 2 quality dimension, 
- idantified sav mplicaticns for nanagée- 
mén= goal sétting. ao” “oat aca DeCsla. mag 

Sx it ia 


=O S2educGe 2 4anh 
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Mercy Gecrouits, and observing that districts with 
Quality pctential could very well have disproportionacaly 
large pocis c& eligibles, one recommendation was to 
Jish variable district quality requicéments 
quoza. The _ May provide that fora gi 
variable percentage cf that quota should be 
Bas=GOry recruits. For sxampis, ina district where low 
@iality eotential exists (i.¢., New Orleans), a lo 
Teguirement for high mental category recrusts may be ¢s7ap- 
jished at maybe 55%, whereas in 2 district having g 
Ge licey potential (1.¢. Boston), the high quality zecruit 
requirement may be established at 70 to 80%. A policy of 
this nhazure could serve tO Minimize the inhibiting effects 
c= quota as the military services recognize and attampt to 
Satisfy the concurrent demands of quality and quantity. 

In an aprendix tc this study, th2 authors address 
the determinants of Elack enlistments. The findings indi- 
Gate a Strong postive relationship for “recruiter” and a 
negative relationship for "qucta". The conclusion drawn was 
that: i) racruiters are necessary and valuable in “selling"™ 
the Navy to blacks, and 2) when quotas go up, recruiters 

a 


recomée rusier, have less tine to "sail" to biacks 


Bement ensify their efforts to recru Rites aS eis 
@asier <c lecate high quaiity whi thame 20 co so fox 
mracks. 


In the absence of reccgnized laws of human behavior, 
there is cne typ? of Eehavior that approaches law: people 
continue to do what they have been rewarded rftor doing. A 
considerable oody of research 2xists which serves to demons- 
the interrelaticnships between reward, motivation an 


2 
eesformance. This research 1s inclusive of B.F. Skinner's 
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meema, 1953) positive reiaforecemert, and Lawler (1973) and 
Vroom's (1964) expectancy theory which c211l us that hunar 
behavior can p€e shaped py the 2xpectation of a positive and 
desirable reward for some established bpéenavior [Ref. 20]. 

Perhaps because the concept cf rewards 1S s0 basi 
and well reccegnized, it has often been taken for granted and 
ovezrliccked in organizational development. On the occasion 
when it dcés receive cursory attention, as the voolicy makér 
Grapoles with a reward system and fia 
meme IS anctner person's punishmsnit, one common sci 
has been to throw the baby out with tne wash, purposely 
meme g a dlzEicult issue. in spite of the difficulties, 
and tc take advantage of the obvious behavioral benefits, 
careful thought should be given to identifying the desired 
béehaviczs and to the development of an appropriates reward and 
recognition system. In a well knewn practical application 
of Skinner's positive reinforcement theories, Emery Air 
Freight supervisors were taught to us3 positive reinforce- 
ment as a management tcol. The company provided more than 
150 types of recognition and reward ranging from a simple 
Smile to detailed praise for extraordinary performance 
eet. 21). The seward and recognition actions are not all 
expensive nor do they all involves che outlay of cash. 

In his paper "On the Folly o£ Rewarding A, While 
Hoping For E*", Steven Kerr provides a variety cf conterpc- 


rary societal and business ¢xamples in which he behavicrs 


iD 


_? rswarded are tnese the r 


~/ 


Walder LS tryiag suo 

isceuragée, while the desired behaviors 

téwarded at ali. In education, where Tate, nopes 

teachers will not naglece their tsaching responsibilities, 
are based almest entirely on the research an 

eae 2 On sffor<s thagetcake them from th? classroom. Sins? 

in spercts, where the desired pehavisz= is te 


trophies and awards generally go to tae player with the ncst 
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points or the greater number of honéruns: individu 
plishments. In the recruiting context, where the 
Boe eM, 2k lt exists, Eocuses exclusively on quota at*ain- 
ment, snould there be surprise if the assumed aspiraticn of 
guality fails to be achieved? Mr. Kerr's recommendations 
are £Or management to review and identify the behaviors that 
are currently being rewarded to ascertain the degree to 
which those béhaviors match the desired behaviors of the 


Orgarnzacticn. When differences are found, positive and 


fs 


affirmative action should be ~aken to change the rewar 
system so that it 


W dq 
behaviors [{Ref. 22]. 


() 


211i encouragererd reinforce =hewmdesar 


G. SUMMARY 


Mae puLwcing a model of recruiting Sirec 
organization having a quality objective, thi 
review cffers insight into the complexity of 


environment. This recruiting eriectiveness no 


meeaideott divides this comple® environment into indivigual 
elements, identifying their relationship to the qualic; 
objective. The research suggests that an effective 
GeerUit2ng Erogram is one that; 


~ clearly defines in specific terns its 
goals and objectives, 

~ Carefully selecting and tra 
Becau2teors Navang =n] epprepr= 
skills and abilities bene 


and eee SNe SSS eae) oleae 
u 
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- apportions its quota leveis advantageously 
Pwelogiic, Ole tebErl cor Jel dizeerences, re=sourc: 
allecation decisions and progran 
goals and objectives, 
- and finally, maintains a capability 
*o menitor system performance: recognizing, 
premceting and rewarding (thus shaping) thos¢ 
human behaviors deemed beneficial tc the 
achievement of program goals and objectives 
This review emphasizes thac quality is noz an easy 
Spmective to achieve in that the costs, in t2azms ct dollars 
and effort, are greater «han those required for the achieve- 
ment cf quantity alone. Similarly, achisving quaiizy 
objectives reguires greater management investments as 


numercus macro-level decisions require the consideration of, 


and trade-off between, tne various effectiveness elements. 
These decisions cannct be 2ffectively considered at the 
lower levels. These research efforts indicat? that as 


difficult as it may be to define guality, and as complex as 
the recruiting envircnment may be, a quality objective can 
ke achieved through rational consideration of the elements 


and objective oriented decision-making. 
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III. THE CCAST GUARD RECRUITING PROGRAM 


A. ORGANIZATION 


d 
fre RECrulicing Division (G~PMR) of tne OF fice O 

Ons DeCay De] wiedec 
, ENL2S2Se Tecnu sae 


= LSC ae 


Menon CCast Guard Headquarters in Washing? 
Peeoeeh tec branches: cffic gq 


Ss 
ped) edvertising, the divisi 
n 


Cis ~Sseersoee  Litles anclude 
Memes =Shing quotes, pzrceviding recruiting guidance to the 
Bese lict c@iimanders, and serving as 4 csordinating pcint 
within Headquarters for all matters affecting recruitment of 


Gepicted in Figuré 32.1, the Coast Guara 25 adm: mee -— 
ly eed operationally divided into twelv 

hin which sixty-seven recruiting offices are 
Beem) destrict office, the Military Personnel Recr 
cranch (pmr) supervises the conduct of tne enliste 


d 
Baers a jG ecsrOogram within its bouwndsies oy coctmirasang =! 


3 the 
meme h es Of ths individual tecrutting offices.!1 Altnouagn 
there are currently ne active recruiting detachments,!2 the 


Organization does have a provision allowing these cffices to 


Benve 2S sub=-units cr established tecruizting offices. Az 
curcent manning levals, the organization is supported by 243 
maesitcing billecs. 


u 

Aiznough mot a fctnal SGlement OF =he TSeedi eg ecag ee 
MietecN, Tr-aining Center Cape May, located in Cepe 
Meecey, 1S che Single recruit *ratneng u 


E 
Be, ie982, as a resul® cf FY-82 budget reductions, =h 


lithe Saventzenth District processss its one quote per 
Mite eos thoeuga, the Thateeecncna District (DUI) aS Bie docs on 
Beanr 4 TECLULTLNg DIrogran. 

12The result of FY-82 budget raduction actions. 
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U.S. Coast Guard Districts 


Pacific Area Atlantic Area 
COMPACAREA ] COMLANTAREA 

















Y COAST GUARD 
HEADQUAATERS 





{Tth OISTRICT 
JUNEAU 






@th OISTAICT 
NEW ORLEANS GS 






7th DISTRICT 
NAIA NAY 


taih DISTRICT 
HONDLULY 


Figure 3.1 Coast Guard Recruiting Districts 
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Me-GlrWit training center, Training Center Alameda, was vderne- 
nently closed. The reduction to one training center, 
complicated by barracks structural problems at Cape May, has 
Miceceduced anew Variable, maximum training ceili eee D 
the manpcewer planning process. Having illustrated the rela- 
tionship between quality (education attained and mental 
Meemecud=) and recruit training attrition in Table Il, and 
Table IV, this factor alon2 suggest benefits to be obtained 
meom 2d]enti.fying quality prior zo anlistment. Clearly low 


Memes ty requires greater training capacity. 
q D y 


Be OBJECTIVES 


The recrulting prcegrams's mission suggests three central 
Memeect. ves: 1) "...recruit qualified enlisted personnel...", 


Meee eee in sufficient numbers...", ax 


1a. 3) (VSR ENS ee DOs no 
of minority mambers...". In addition to thes¢, and perhaps 
Mess Central in that it receives less explicit attention 
Throughout the program, is a fourth objective, that being 
the recruitmen+ of "...the best qualified personnel av 
moowe [ Ref. 23]. Fer clarification purposes with respect 
Bowitne £1rst and fourth objective, the first objective, 
recruiting qualified personnel, serves only &@ (0) or a (1) 
purpose, insuring that each applicant clearly do2s or does 
not mee= the minimum enlistment standaras. In the fourth 
objective however, the scale is a continuous one suggesting 
eiae While gqualicy may have nro explicit definition, cf hose 
Fanaemaliy qualified, cniy the best aualiflied gili be 


selected. 


C. GOAL SETTING - QUOTA 


The annual determination of enlisted manpower reauire- 
ments is initiat2zd within the Enlisted Personnel Division 
(G26) Of the Oflics of Persongel. Pricer EO (he begsa-ing 
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meeeach fiscal year, <zhe Programs Branch (G-PE-4) generates 
the enlisted Military Employment Capability Plan (MECDP) 
Miemotsying anticipated perscnnel transition flows. On: 
Meeeizaticn of this tlan, =xhibited in Figure 3.2. is +o 
Mmrenecicty =he number cf recruits 


if 


quUScSdeazormetntdigne=.- 
maximum authorized snlisted econ 3 Having identitied 
this guantitative dirension of the nanpower xcequirements, 
this number is transmitted to the Recruiting Divisien where 


eee cOmes, with no specified qualitative parameters, +he 


Beeruiting geal for the upcoming fiscal y2ar. Subsequent 
meer Ons Or the MECP are conductéd to insure that targed, 
Pie 3C MCre than target, strength will bse achieved. 

Witnin the Recruiting Division, several factors are 
considered as this annual goal is =ransformed into monthiy 


O 
Bee eeic. recruiting quotas. ~ Among these considerations ane: 


sivso +9 “2eysl=-ic dd &he ar=ivel ct recenuics 


need to veak-load che training center 
- maintenance of an squali production requirement 


Ger each Tecruscer 


fer 
i 
14 


peat iow £or a light querea ing zhe month cf Decennoer 


=the Commandant's policy 


i 


eéking 4 20% minority 
ELOpeLe LOR 2n reczut ws. 

These factors considered, of the total annual require- 
fee (0474 for FY-83), 220 are designated Ech Ehe acnth of 
December with the raméinder being equally distributed 
through the remaining eleven months. Having developed the 


sereyveCe~Wide monthly quotas # cach district's quema 2 


Ul 

fv 

G 
a) 
2) 
ry 
‘ 


tioned by calculating 1ts number of recruzters as a 
Poeeeentege cl the total number of Tecrulitsr FOr €xXaaple 


semoe 460, 


= 


S. 
Wemene Systemwide micnthiy quota is de ine 


t3Although there are Congressionally appreved manpower 
Bees oO Nas, ecrual Strength iS that walch =S appsovecapy sence 
Cffice or Management and Budget (OMB). 
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md tne First Dastrret has 24 recruiters from the 
System-wide 243 (10%), their quota fer the month will be 46 
recruits (10%). 

PmimpucatsShing the MOnthiv quota £05 each GiStrict, a 
Pee=20r of that gquota is identified as the minority goal. 
Moemaectcomine the appcztiornment of the nonthly minority goal 
Pemcne districts, =he Recruicting Division refers to annual 
demographic surveys cbhtained from the Recruit Market 
Network. The survey reports identify the minority popula- 
Sees Withir a £ifty mile radius of each recruiting office. 
With these minority ropulation breakdowns, each district 
receives a minority guota in proportion to the minority 
compcsiticn of their recruiting areas. (The demographic 

sports identify an arsa's minority ccmposition in gross 
Mmimeets cnly. The report does not provide composition Ev 
meat ion level, age, sex, propensity =o enlist, or any 
cther variable.) 

Oncé received at the district level, che quota and the 
Minority goal are again apportioned among the individual 
Boemteong Ccffices. Although ach distfict has Considerable 
feseGecsONn in devising the methodology for goal-setting, the 
normal methcd is to evenly distributs tne guota on «he basi 


Beethe number of recruiters assigned to each recruitiag 


Seri ce., 
Througnout the goal-setting process, from initgal devel 
opmemt (G-PE-4) to the operational level (recruiting 


n 

Beteces), the gucta is expressed ONLY mn its quantizaeive 
dimension. While there is the underlying premis 
Tied Oye “Quadro cdl seid ve Ole eet. ian 
n Dee SA ey wild be Tiled. by “So wiee De 
nnel available...", there are no explicit 
MWesenici Ons Of any = seandard of “qualicy” casov= shat Of sie 


Minimum enlistment standards. 
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D. QUALITY CONSIDERATIONS 


1 
ct 


{= 
9) 
ae 
}2- 
t 


MmimsceK= NG <O accemplsSh LeS MiSStON Sco" E=sCruit  g 


fied enlisted personnel, the recruiting program addre 
ds 


py 


(f) 
in 

Dd 
(n 


flu 


guality threugh two mechanisms: enlistment standar 


pu 


“selective recruiting". 


The Coas= Guard Recruiting Manuel (COEDTINST 
Memeo. 2) identifies for the recruiztsr the minimum elig:i- 
Pewieezy Eequirements fcr an individual aspiring to erizst 
into the Coast Guard. These minimum requirements primarily 
seek to identify "adequate intelligence, a sense of respon- 
sibility, geod moral character and a4 meeting of physical 
requirements", These are the individual characteristics 
Pieweeth= recruiter is to attempt <9 idencify. Te ds se, che 
ded into six Slemants?; eager cares 

1 requirements 


Tea 
Wee DS ed aos ocean 


and dependents. Eacn of tnese slsmants 
iene a Manner as to detail the Coast Guard f2quitrements Ge 
Pei catl cons. 

a. Age 


The accerttabie ag4 Gor senli Stmense pete] 2-2 os 
w 
wt 


RK O 
ON 
<< 
it) 
_ 


it 


service individual is isss an zs of age buzz not less 
heaueeli«. ~Aacplicents who anoel] years oldw-cqua se nanan am 
tt 


h 
Petsenht. DTLC> +O enlistment. For an Gndividual baviggeseaes 
Cc 


ive ee TAry Sa=Vice, :nGluding Coase Gua>d, sane 


Bole SrM=nt is authorized at pay grads £-4 cr A2gkes, the age 
Miemeerce- les than 35. Sina lariy, Lf <a2 pelon service 

Bbeee ctment is authorized 2 th2 pay grade of E-3iieeec= Gu 
the individual must ke less =han 39 years or age. 
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in gemrecting@an enlistmen= within@eme Coas- 
Guard, the individual is responsible for providing conciu- 
Seve proect of thegm@ate of birth, placs of birth and proper 
legal name. Procedures supported by standard form 
procesSing are available to the recruiter should it be 


necessary tc verify the birth information. 
bee Gi ce 2 Zens hip 


Generally only United States citizens or 
nationals are eligible for enliszm2ant within the Coast 
Guard. The applicants are required te provids positive 
Meeet that they are citizens or nationals. In the case of a 


matitrdas zed citizen, naturalization cartificates are 


required. 

The Commandant may authorize «he enlistmenc of 
immigrant aliens provided they have bean admitted for perma- 
nent residence These individuals musz meat all normal 
reguirements as well as those specifically required for 


immigrant aliens. 
Ge Cad LlaCt ec 


iy a PS been. co. SStavlashy 2h] deg e -cmo mone 


ant's mCral Gharacter, Coast GUuame re@rul=ers re 


fy 

) 

9 
Bf 

} 

A 


L 
E2ly om indivigkual reierences, police raccsd enee« 
(where allowable), the applicant's personai statements and 


BiewaeCruiter’s verscnal observations. Chara ctepmrerezsices 
Paomeeegui. ted t2o0m all apolican¢ts. singea siamese? Goen, 
Mian =Crulc sr naghs obepecrSoOnalmgeobtawns Terteterces Waecr 
Been schccl attended “mM the past) threc@veects aS wells s2ch 
smployer cf the threcepast yeacs. In addmeion to these, 
three n=O 


O 
if 
il) 


ye 





Evidence of the applicant's involvement with 
mye l authorities taises caution flags regarding the appli- 
Cant*s mcral character but do¢s not automatically previds 
cause for rejection. Where not hampered by state laws, 
BeerQiters use a standard form to obtain police reccrd 


SieckSs from every city, town and county in the United States 


in which the applicant has resided since his/her sixteenth 
irthday, or the last five years, whichever is the latest 
pericd. The Recruiting Manual provides a detailed itemiza 
mecmmmeo= factors that contribute terthe ineMigibil:i Svewert an 


ndividuels coOnvmeeca cr 


ci 
j-*- 


applicant. The manual allows tha 
"ninor offenses", as investigated by the recruiting ciiicsr, 
may be enlisted provided a determination is made that the 
medeevidual is fit for service in the Coast Guard. 

Mile wreCTUGEer 1s encouraged e2e  co1ssdieryh- shee 
personal appraisal of the applicant's noreal character. 
Merewgh a visit to the aoplicant's home or following the 
enlistment interview and personal interaction, the réecerui-~ 
ter'’s judgement is a crucial determinant in identifying 


desirable mcral character 
d. Mental Requirement 


The Coast Guard requires that each applican= ce 
Meuse or schoOlsataduate or possess a high school GED e222... 
Bape Cricz +O the date Of anlistment. In he Case Cie ea. 
echocl senior enlisting in the Delayed Entry Program (DEP), 
Bailurce toMgradwate resubes) in a dise@hasgqe {nema = Dae 
fedasmeonealliy, each applicant, including =hcsemwagh pas 
Pere ry Service, must successiuliy compiete an enter 
quem c ficat@cen sxaminatiom. As of 1 February @@o3, 

a 


acd joined with the DOD services in the utili 





ASVAB for enlistment qualification. The minimum quaiitrying 
score on the AFQT composite is 40.1% 


é. Physical Requirements 


Applicants for enlistment must meet the physical 
standards as outlined in the Medical Manual (COMDTINST 
M6000.1). In assessing the aplicant's physical ccecndition 
relative +o thess standaras, three levels of review are 
mameeezeac., In the first, the recruiter conducts an intornal 


screening of the applicant in order to detect any gress 


physical defects that would obviously result in rejection 
In the second review, a pre-anlistment physical is adminis- 
tered by a lecal contract physician or personnei located at 
a DOD Military Enlistment Processing Station (MEPS). fhe 


resulting physical is reviewed by the recruiter as well a 


(n 


pemesemaitstrict level in an effort to detect any physical 


deficiencies. After successfully passing these two r2views, 
the individual is enlisted in the Coast Guard and transfered 
to the recruit training center where the final review is 
Bemehec sad, Prior to the recruit depatzing the recruits mng 
office, he/she is made aware the the =raining center 
physical MUST be passed prior to being permitted to enter 


Beer at training. 


=f. Dependents 


The number or dependents an applicant nay have 
Memeecneingent upon the pay grade into which the @ee82s=nen- 
Memmede. Generally, unmarried applican='s shculd o2= ween 
Simoeread, tncugh it is permissable to Contribucs to th 


= 
mnancial support of no more than two individuals 22 aie 


permananent legal custcdy of another adult. <Appiicants 


els fC nOnmesS Cl & =e 
a Score tén pointes below 
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enlisting ints tne E-1 thru E-3 pay grades are perm 
dependants whereas those enlisting into the E-4 @nd aho 
are permitted three. 

Taclusive within this requirements slement is 
the recruiter's review of the applicant's Statement cf 
Pe wencial ObligatoinysWife's Consent form. Relatiw2 to the 


potential income of a recrui*, indication of excessive 


ct 


Cc 


t-# 


indebtedness requies a review and approval by the distr 


commandsz (ft) prior tc enlistment. <Additionaliy, marzrisd 


applicants must obtain a Signed statement fron their spouse 
indicating an understanding and agreemenz= to the enlistment 


Gemetace that their srouse is about to Enter. 


wee SeElecs 





Recognizing that the recruiting quotas deal stric 
an numbers, the recruiting organization se¢cks to f2:11 thoss 
numbers with quality individuals through the concept 


Nselective secrutting". This concept clearly states that 
although an applicant may meet or exceed each and ever; 
le 


Minimum requirement, he/she is NOT automatically entizled to 


* 
= 
a 
—=_ 


ry 


Smee c. The Tecltuiter, based on nls or her SeEViCce expe 
ence, percepticn of the current and projected service needs, 
and understanding of the recruiting Environment must give 
Sbacl cn £0 the manner tn which the applican="seqtaia- 
meeae Ons pilenc tccqether. This enphasis on he "whove 
perscn" evaluation forms the primary basis cri 


d 
meee denv’ within the Coast Guard rSe€rulting precgqzan. 


3. summary 


In considering both the eniis=ment standards and thse 
concept of selective recruiting, «he Coast Guard exboresses 
Bech an explicit See cL Minimum Stamp@deras and a stated 
desire +o select quality individuals. To a degqrse, the 
fenimum Sstandzod= assist selec=ive Steck itteng lie wete hey 
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Sleecly identify the rejects from thos= that are accep zabls. 


}- 


However, in operationalizing the pearsonally subjective sc<an- 
dards impiied in the “whole man" evaluation, the Coast Guard 
its2lf becomes captive to more than two-hundrea levels cf 


perscnai exrerience, percepticns of service needs and evalu- 
Mezons of the recruiting environment. It is unclear within 
meen rscruiting organization whether this level of discretion 
end ambiguity in defining quality sexist by design cr py 
default. 


EF. RECCGNITION - REWARD 


Within «the recruiting program, as promulgated by <=he 
Recruiting Manual, there are no policies or guidance with 
respect tc 4 positive recognition or reward systén. 
mMesnough pricr to 1975 the kecruiting Division did corduct a 
Recruiter-of-the-Year competition, it was discontinued when 
i+ was determined that there were insufficient valid 
measures indicating superior performance. Currently ¢ach 
mpcevyidual district, when cognizant Of SUpPErLOr recruitiag 
pexfcrmance, can freely pursue the estanolished Coast Guard 


procedures for recognizing and rewarding that individual. 


Fe. EVALUATION AND CCNTROL 


+) 
fy 
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The primary cerficrmanace 3: aluetion 4n 


V 
Seue=O)l Instrument utiiiged the = the recruiting organ- 


© 
= 


Meee ca 2s the Morthiy Repert of Recruiting Aczivaezy 
WeGe 2957). Inivieted by "every TScrutcing “Of: 1ce yon cho eeee 
feayecort each month, the, the repez@ is forwarded te ti 
Baste act cfiise (pmr)@whers, 22 ccnsolidated form, each 
Bec- Ut img cfitice's performance is S¢valueted LOE ats Con. aa 
BaeaCn ~O the assi@mec distecict*s guctas and dsais. ~By no 
Materethean the fifth day of sach@month, theses Gi Steeece 

ZO Ww 
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again in consolidated form, program-wide performance is 
monitcred and evaluated relative t9 its organizational qoals 


and objectives. 


Tnclusive of both the regular and reserve enlisted 
programs, «nis report comprehensively tréecks recruiting 
efforts by identifying applicant transitionat flows. The 


we |. 
TABLE VIIT 
Mcenthly Repert of Recruiting Activities 


* Number of new, canceled and rejected applicants 
O ject 


=wegdents s2cation Of<reason sé 


* Number of recruits 

* Number of non-rats and vetty officer enlistments 

mor ze Cr the waiting List 

* Quota and percentag? obtained 

* Number of applicants being processed but not appearing 
GN =he Wwalting list : 

* Number of women enlisted 


* Minority goal assigned and percentage obtained 

- breakdecwn by minority group 

- number «hat are school qualified 
* Deirayed Enlistment Program (DEP) scheduled by month 
* Number of recruitezrs assigned 


- number of minority recruiters assigned 


In addition to the historical data provided by the docu- 
Hehtation of oregram periormance, =the nonthly =epe 

as a valuable maragement cool as it identifies areas 
weakness and forms a base from which trend ana 


Be==Crmed. QUaAncitactive in EFOrm and content, the sle: 
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Mm~mans Copiers Feris=et both the primary program objectives 
feulota and minority goal attainment), and a future suoply 
G@riented concern (waiting list and applicant growth rate). 
HE he leGmimeng division were to rely soley upon this 
fMemchly réepore for performance monitoring, it would exper:- 
¢nc2 time related evaluation and planning difficulties in 
that the report is not received until mid-month. Operating 
Seeee Monthy quota cycle, there is an initormation need 
earizer in the planning process. Addressing the intorma- 
Broyal necd, 2ach district (pmr) is tasked to submiz a 
Recruiting Frograss Report, in messag= form, on *he last 
Menking day of the mecnth. The report provides informacion 
Similar tc that contained in the montniy activitie 
* ztotal regulaz> enlistments 
- number of minority and women included 
* total reserva enlistments (RP and RK) 
- number of minority and women inciuded 
* zotal other reserve enlistments 
- number of minority included. 


At year's end, the twelve monthly cepor<s Summed 


if 
O 


iz 
f 


oY 
t 
abe 
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produce «he Recapitualtion of Regular cere ACTING tees. 
somo led within «he Recruiting Diwasiom, this report, 
depicted in Figure 3.3 and Figure 3.4., sérves as a synopsis 
Pieche year"Serecruzcing activities 4s it taetudes beth The 
tTéeguilar and reserve enlisted programs. The report is dise- 
Peegated <hreughout the recruiting ofganizazion asiua 


BelLiLcrmance reporting document. Te somes extent, she Teper 


dees cffer Tepresentaticn of program efisectiveness 2S it 
dees include both qucta/goal and performance data. 


Whereas the above reports allow for the monitoring of 
the enlistment of appropriate numbers of individuals, ons 
Other report allows for the monitoring of tecruit perfor- 


Mance in recruit training. Once weekiy, Training Center 


So 
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Cape May compiles and publishes the Weekly Training Report 
(CG-3696) identifying those individuals discharged pricr <o 
eae ceompleticn Gi training. Identifying sach recruit by 
name, the réport provides the name of the recruiting office 
processing the enlistment as well as the reascn for aisc- 
harge. Although provided weekly to the Recruiting Division 
and to the districts, no specific actions are generated by 
the report. At the Recruiting Division level, the reports 
mee consolidated at the end of the rascal year and utilized 
[eee ne Dlanning process, Within the distzicts, althougna is 
is asSumed that they are used appropriately, actual uss 
ranges frem a detailed review =o a casual glance. 

In ecdds=10n tO the bontom=up Eeperts, hese t= censides= 
abl2= infcrmal, two-way communications between the varicus 
organizaticral levels as waivers ars processed, policies are 
clarified and problems are solved. Though the frequency cf 
these communications varies, it does offer opoortunities for 


evaluating program performance on an informai basis. 


Ge. ADVERTISING - MARKETING 


tt 
<4 
as 
iD 


noe Oo 


The advertising and marketing efforts in su 


wo 
re 
O 


anlisted recruiting frogram 1S administered by the 


Paver tisdnge Branch) @G-PUR=4)e Divided intemexo Ssagmary 
iedae Gpuoupc;, electucnicuand priniy “h=@bsetcieu-eeez-s 2 
Wablecy Of media sources: radio, uwelevision, natecnal megqa- 
Zines colleqe newspapers and direcz mail. With both media 


meoups, ~he Advertising Branch iS aSSisted 2n 23S =eechreear, 
@GsSativ= and implementation areas by a Contracted 2xteanel 
advertising agency and a contzacted fulfillment kous 


Within the electronic media group, at least one Sew 


zteléevisicn spot commercial is developed each fiscal year 
eS NeW Spot, in @ddie2 on £5 chess “orevicusly creoduced, =s 


distributed annually to #ach of the three national networks, 
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Figure 3.4 Applicant Resource and Disposition 
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two cable outlets (CNN and TVS), and the 500 largest iocal 
broadcasting stations. Additionally several radio commer- 
meas, cf beth 30 and 60 sacond duration, are produced end 
given a similarly wide distribution. Due primarily to the 
restrictive budgetary resources,!5 the electronic media 
advertising effort is dependent largely upon the generosity 
of broadcasters in using Coast Guard commercials for public 
servic? arncuncement material. During FY-82, the Coast 
Guard DID NCT purchase radio or televesion air time. In 
that same time period however, after incurring $120,000 in 
@eoducticn and distribution costs, data derived from «he 
Broadcast Advertiser's Report indicated that the Ccast Guard 
received a dollar equivalent value of public service air 
time in excess of $3.9 mnillion.16 

The greatest single pertion of the advertising budget 
fees LOE FY-82) is reserved fcr the print media as its cost 
pez lead fails mere into line with the budgetary const- 
Bemects. Additionally, a careful selection of appropriate 
nationai magazines and collége newspapers aliows fcr greater 
focusing crt the advertising effort on taraeted seqments of 
the population. As she Coast Guard is experiencing a 
healthy general recruiting environment, these advertising 
efforts are being directed to the most significan* area of 


need: minority and female recruiting. Accordingly, magazine 


if) 


advertising for <=hes¢ groups utilize: Essence, Severtssn, 


Business Werid Wemen, Jet, Ebony, Selecciones and Nuestro. 

In an 2ffort +0 measure tha number of Leads generated, 

and to approximate a measur V ror the adver- 

meng GLirorts, twO fOImS G2 dataveo!l l2=eimen sane yayai lao 
a a 


fiseechre <cirst, For 2sacn 


3 
et 
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ome 
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Los tS seer 


Pophe Si¥=e2 Ceget Guang =nlistsd Secret e at Veen 
budget of $648,000 can be Compared to that of Navy ($12.14), 
Mamy (557.8Mjoe Ait Force ($7.54) and Hanine (310.2m) - 

Mune GUO ADO. eS You. Vert gonad Gree, and 


GS 
fee= nez tnclide cable network 


begins precessing and becomes a "canceled applicant", an 
ApplicantyEnlistee Profile Questionnnairse (CG-5060) is 
completed by the recruiter. One itam of this forn, labeled 
Hew initial contact was developed", is intended to indicate 
the primary medium of Coast Guard information that stimvu- 
Mewed the applicant's desire to contact a recruiter. 
Although designed to gather useful information, historical 
data indicates that the form is not a reliable measure of 


advertising effort. 


Por the second data collection method, the Coast Guard 
Beomecn=racted for an "800" telephone Service. The "800" 
number appears in each form of advertising and is mnenitored 


continuously by perscnnel trained to obtain profile data 
from each respondent. While this method does identify 2 
porticn cf the leads developed by each media sources (mors 
mee 30,000 in FY-~82), and it does ailow for the follow-up 


= 


weer bution of applicant literatur2?, it does not provide 


sufficient daéta to measure advertising sffectiveness. 
Recording only zhe "800" users, and lacking supportive, 
reliable information from the recru Ng offices, =hes-.2> 


considerable potential for tha miscalcuiation of the adver- 
tising impact. The recruiting program does not have 
Sufficient resources (budgetary, personnel or technology) to 
tdentify leads by source, quality or final disposition. 
Lacking the data capturing and analyzing ability, the effec- 


peveness cf the advertising effort is largely unknowns 


fee SeECRULTERS 


The Tecriitang manual clearly Gdencitics pe (ecw. cca 


Sole es the NOSt 2MECresan. clemency oe che Te causeand 
program." As such, considerable care and effort are devoted 
to the ccmprehensive ecreening and selection process. The 


ec 
selection process is initiated by the recruiter himself as 
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each member of the Ccast Guard recruiting strength is 2 
volunteer.!1?’ The availability of recruiting billets is 
advertised within the Coast Guard through the Commandant's 
Peeletin and other mediums. Within many districts, the 

@ serict recruiting personnel actively seek to identify and 
recruit their own recruiters. 

During the initial screening conducted within the 
Enlisted Assigments Eranch of the Office of Personnel 
(G-PE-5), the applicant's personnel file is raviswed so as 
to idénzify odsitive performance evaluations, a desirabie 
Career pettern and a favorable endorsement by the appli- 
fae’ s CeobManding Officer. Upon satisfaczory completion of 
mes initial screening, an applicant intervicow with wath the 
Miem@orriate district recruiting staff is authorized. 
Meaditaonally, in conjunction with the applicant interview, a4 

Pructured interview following a standard format, the 16~-PF 
personality profile examination is administered. During the 
interview itself, and wich each subseguent content review, 


the precess seeks to identify the applicant's level cf mnoti- 


a 


woeeton, 22cc.tude, communications ability, ororessional 
competence, personal confidence and adaptability to the 
meeroue OUt—of=-rate demands of recruiting duty. Upen a poai= 
meme review by the district staff, the Recruiting Division 
and the Enlisted Perscnnel Division, zthe individual is avai- 
Probe £LCr asSigqnment *o tecrUiting duty. 
Formal recruiter training is accomplished d 
week comprehensive ccurse conducted at Training Center 
eemenor’s Island, New York. In addition to tzoreu 
reviewing sach chapter of the Recruiting Manual, re 


G 
Beeeive training in salesmanship, public speaking, telerkers 
+ 


Sales techniques and interviewing skills. In defining the 
Saeganizational expecrations with regard ~oO recruices ercduc-— 


SCE Lege ot en S 





eon, twC Criteria are emphasized: gquota/goal and “select iv 


(Dp 


recruiting". The instruction identifies "selective 


recruiting" as the recommended quality analysis technique. 


The instruction recommends that recruiters respond to a "gut 
reaction" in appraising an applicant's appaarance, attitude 


and general demeanor. Using this technique, the ultima 
test of an applicant's potential is found in «he recruiter's 
response to the question "Wceuld I want to serve with thi 
Mmcsone?’. Throughout the course of instruction, tectuiters 
Peemeemeausage, to be “selective” in the filling or “hes 
Tue Tas 

In allocating recruiter resources, tne Coast Guard dees 

Un 


foe attempt t) canvas the ent 


ty 


Nited States. “Kacie.. 


~ 
== 
- 


Jug 
Pemsidgefbing the number cf récruiters, «he goal is toc 


Over 
the major vopulation centers, concentrating on the surburban 
areas where possible. Given the district boundries depicted 
imeragure 3.%, zhe number of recruitiers assigned within 
etem agistrict district! are listed in Table IX. 


The number of recruiters assignad to Sach district is a 
emg ati.cant element cf the recrulting program as it is the 
primary determinant in assigning monthly quota. While there 


meme Current algorithm fot the allocation of rsscruzter 


ct 


Besources, it 1s apparent tha nN areas FOtal ard viene ai 


a 
population characteristics ar¢ given considerable weight. 
As was the cas? in determining the minority goal appertion- 
ments, the ropulation numbers utilized are devoid of the 


qualitative element. Tha Recruiting Manual cur 
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ct 
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each district commander to teview biennially his ene 
meeace locations and statfing levels to ensurs theiz nes 


Peeeect. VV] Wwtili zation. Addititonaliy, th] Disewnzal eee. 


i 


reviews the validity of assigning quotas based primarily 


beapy=S2 Hecapitulation of Recruiting Activyezies., 


2 


TABLE IX 
Allocaticn of Recruiters by District 





District Headquarters Number of Recruiters 
eee S | - SBcseton, Ma. 25 
Seccnd - St. Louis, Mo. 31 
nse G - Néw York, N.Y. 34 
Beye oh = PESrtomomcn ,. ola 27 
Seventn =< es 5 ates ZS 
Eighth = New Oaolcans, ba. 26 
Neen ci - Cleveland, Oh. 21 
Eleventh =e cng Dee Ci, mieds 17 
Twelfth = San Francisco, Ca. 17 
Thirteenth - Seattle, Wa. 19 
Fourteenth - Honolulu, Hi. 1 


Seon che number cf authorized tecruicers. Due on 1 Aptil of 
each cdd calendar year, the first series of reviews are 


currently being completed. 
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Aw. REVIEW 


Mre Gmpening chapter ommethas thesis introduced the 
evolving demand for quality personnel as a resul* of the 
Coast Guard's increasing employment of advanced *echnolcay. 
Seepelatly, the Ccast Guard's historticel performance in 


attracting quality personnel was reviewed, as was current 
meeruic training and ‘A' school performance crtends. Ina 
Sempdt2ng the trends “in quality supply versus ®he azntic:i- 
pated demand, it was evident that without organizational 
change, the increasing demand for quality would not be 
attained. This trend did not escape notice by thes 


Commendant as Significant organizational chanaées were _ 


) 


mented (i.e. elevated mental aptitude enlistment standards 
impositicn cf a scholastic enlistment requirement and the 
development of the Education Enrichment Program). 
Significant as these changes are, there remains considerable 
room for consideraticn of the quality demands. After i 
tifying numerous alternatives for achieving qualict 


Y 
objectives, an inputycontroi strateqv implemented by the 
Escruiting program was identified as the nost effec 

CO 


| 


his alternative proposes that guality considéreti 
explicitly stated as fronr end objectives in manpewer olan- 
c 


- 


hing (éidressed in the recruiting process 
Mest he tae  - sd {AanG Obyeccives. = 
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become 3&3 part of the systen. 

The £16SHZechepter recognizes che "fuzziness = susweurding 
the term quality and thus seeks to sharpen its meaning by 
introducing *wo representative measures: education attain- 


mént and mental aptitude. Representative cf an individual's 
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Bere dey ateheoud= end ability, these two proxies for 
quality provide recruiters with tangible screening ele 
ema offer wie recruiting oftganization valid and reliable 
indicators of expected individual performance. 

Although attainment of quality objectives may seen 
traightfrforward, those perscns laboring within the 
recruiting program récognize «he many complexities involved. 
The second chapter, ty dividing the recruiting process into 
Singular elements, attempts to add order and direction “*o 


emer guest tor quality. Through a rtévisw of curren 


y 


recruiting literature, the chapter links various elements of 
eee, CTecruiting program to the enhancement of recruiting 
effectiveress and the achievement of quality objectives. 
The literature review creates a model for vieéwirg the 
recruiting program at two organizational stages: planning 
and implementation. Considering first the planning stage, 
the research is suggestive of «wo precepts common to a 
quality oriented recruiting program: 1) success in 
addressing «he quality dimension can oe achieved ONLY when 
eeoedaiizacion develops an ability te define clisarly and 
seecitically =ts quality objectives, and 2) each Trecruateng 


tTezritory has @4n inherent potential for generating appli- 


fi 


cants. Accepting these two precepts, the effective 
organizaticn proceeds through the planning stage: 
~“Gakrefitivyveseleceing and @2aining recsueesrs aie 
posses the skills and abilities necessary for 
mascacwand desirable cpei-cancs 
= pruGgesiay "SSl-eernd, Jalateang 


and 
limited recruiter and advertising rea 
= fei secwUcl 7, aPpose Onung goals and 
on a district's unique poctentiai for generating 
qusi22y apolecanics , and 
=~ Qe GapetlAgepr Odr chm dd just mSnts <O Leeure 
1 


an objective based evaluétion and contre 
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During the laplementatio 


J 


Stage, the literatura revicw 
vs) 


to the 32 


ef 


Suggests four essential step fective accomplish- 


ment of quaiity —— 


U) 


~ clearly and specifically define both quality 
and quantity objectives 
- transform these objectives into challenging, 


attainable, quotas and goals 


“s 
a 


- formulate an svaluation/control systan 
consisting cf neasures clearly identifiabie 
with each program objectives, and 

- reccegnize, promot? and reward (thus shape) 
cshos@ human tehaviors benefic 
objective accomplishment. 


Dieman Seperate for discussion ourpcses, the planning and 
n 


Pareelon S21 80-4 


(ff 


implementation stage 


dynamic recruiting program, each stage ccmplemenctary *o the 


“her. 

Follcwing the literature raview, the existing Ccast 
GasG@ recruiting program is described in terms cof its crcan- 
1Zaticn, objectives and nanagement polic 


d 

O 
tTevicwing bcth the geal satting ani perrforman 
process2S in some detail, it became ¢ 
recruiting program seemad +o considér prin 
tative dimension. From the initial gcal de 
Peed! tO the <SCruLting program, =o ulzi € 
nummesy (Recepitualtien of Regular Recruiting Ag=iv= cies 
menage y attention 2S focused Ween guota a = ~aina 
Menmom@aicy GOal accomplishment ec ali oOrganizac=o 

AUenough £he Guaiity dunemose us 2oO: ce 

defined within «he recruiting program, the p 
cperats in complete absence of quality ccnsiderations. The 


Recruiting Manual specificaliy provides "tmerutztess wath 
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enlistment standards containing th2 minimum quality determ- 
Banece SAdditioneliy, througn the concept of “selective 
eee =e recruiters are encouraged to be selective in 
meee fiyifiliimenc of gqueta obligations. 

As the chaptér points out, this ovaremphasis upon quan- 
tity should not be interpreted as a unilateral, cognitive 
MeagesiOn on the part of the recruiting division. Clearly 
the recruiting division is responding to «he perfermance 


measures and program cbjectives established by the Office of 
cs 
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Personnel (G-P). Whereas the literatures revi 


that the guest for quality requires comprehensive pregqram 
objectives, the annual recruiting goal is determined and 
assigned to the recruiting division lacking in absence of 
the quality dimension. Hence that goal is transformed to 


the monthly guotas and passed to ths districts in a similar 
Manner. Similarly, while the literature teview indicates 
that eficrt will be expended in those areas subject te 
performance measuring, the recruiting divisions perfcxcmancea 
measures lie narrowly within che quantity dimension. Hence 


when district recruiting performance is measured, it is done 


femme a Similac, quantity Oriented nannezr. Again, whale ene 
iseeeGacure peyiew Cleerly 2dentifiss quality recruz<ing as 
requiring additional recruiter and advertising resources, 
the recruiting divisicn 2xperienced budgetary and pezsonnel 
losses during FY-82. Accordingly, these less¢es were appor- 
Pog shsOugnOu. the tecrui“ing Crastamn. Acheevemnen caer 
the anes i. Ens =Sedulnes SUDDOCEt LOCH wre Oetace 
Dea es m =he 


cnnel to the recruiting division as well as fro 
Bees ULtanqd GQuvisaon tC che dis n 
Having presented the zarlier chapters 

problem (quality dimension) 

discussicn a review), and cutline che boundry for 


acc. On “eee seec Inc mr rOg.t 
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thease Elements by resolving this primary a 
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Bo EFFECTIVENESS EVALUATION 


Recruiting effectiveness has been introduced as one 
criteria commonly utilized for evaluating a program's 
PerecOrtmar.ce. As defined, a level of effectiveness is d¢e*ter- 
mined by comparing a frogram's outputs with its sta 
objectives along the quantitative and qualitative dimen- 


Sions. <A program is said to be effective to tne extent that 


ZtS objectives are achieved. Therefore, in order to iden- 
Ben y ths Coast Guard recruiting program's level of 

Meee Ct.veness, we must identify both the units of outpnut, 
the specific objectives to be achieved and methods for cper- 


Recruiting program outputs are generally expressed ir 


memes Of =he characteristics of chose individuals crocessed 
within the program as Sither rejected or accepted appli- 


cants. Fer the vurpeses of this evaluation, effectiveness 


will ke measured by considering only those applicants 


meeeptsa Within the FY-82 recruiting year. By reviewing =he 
Bseetacing division's evaluation and control instzumen=s, <ene 


- 


Menem ly REpCrt of Recruiting Activitwes, Table VILL, andes 


cs 
iD 
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Pecapitulaticn of Regqular Recruiting Activities, Figure 3.3, 
and Figure 3.4, three program output measures are identi- 
fied: 1) Tctal Enlistments, 2) Femal2> Enlistments, and 3) 
Menoerity Sniistments. As previously noted, total srilitct= 
Men<s (quota) and mincrity enlistments (minority goal) are 
Pbmoaoty rteccqnaz¢d wathin th] recruiting Of@genizetion aseen= 
MOS ae performances measures. 

Four program objectives have been identified: 1) gquaii- 
mae, @ENid=e-cd'pessonnel, 2) SUSZICLer=s Sumber spesyeeeie =o cy 
provortion, and 4%) best qualified avaliable. Through inter- 
views with Enlisted Recruiting Supervisors (see Table VIT), 

Standing and broad accspeancs Of th] fees ees 


Objectives was evident. With r¢egarda to =n2e fourth objective 
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however, considerable differences wers aotred as to *he derzi- 
feeenen, Ch eX. Steonce, of 2 "best-gualified™ objective 

*hese four objectives, the second and tnird are clisarly 
M@ianhtitative in nature, while the first and feourt 


Gitatiteative. 


pe 


1. (Quantitative Dinension 


he Meens. OS = enc rSt Sflece.veness lhmen- 4 
dimension, program outputs (Figure 3.3) ars comp 
Second and «third objectives respectively, surficient n 
and mincrity repzraesantativeness. From this comparison it is 
evident with both objectives that program performances 
exceeded expectations as quota accomplished was 100.7% and 
the total minority enlisted exceeded goal by 26%. Viewirg 
+he data in greater detail, the perfcrmance of each district 
appears te follow similarly desirable patterns as 2ach met 


or 2zxcesded the assigned total enlistméen= quota and seven of 


tan met cr exceeded their assigned minority goal. Looking 
beyond the stated objectives by revi RQ FPigusce 3. een 


app2ars that recruiters have b2en somewhat selective in 
eieerpg their quotas as the number sf rejections 2S y2¢s 
Seieemumber ef accepted applicants. Similasly, Figure 42.4 ais 
indicative cf a healthy recruiting program as zhe end-of- 


year waiting list 1S representative of a three month supply 


th 


or enlistments. 

BY CCMParing the S2crultizgd preogran's guenrica a 
ut, aS aéfined by the existing program performance 
Peo -UGesS, Wa cache GQuanhtizativ2 ob 


S s a 
that a significant Level of erfecziveness has been achieved. 


Awe Lil con. Cc ns 
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need re asked: 1) "Dces it provide data surficien+ for «hs 
pweatietieon cf fach objective?" and 2) "Is this repert 
Sicrteciently des@riptive cf recruiting oroegram perfcrmance?" 
Iz both answers are in the affirmative, we should be sacisc- 
fied with the afcrementioned effectiveness evaluation and 
proceed no further. If either answer is in the nsgative, 


further investigation would be desirable 


iq ansSwemecO, cme finst Byers the existing 
performance measures clearly lack the jualitativ> data 
Bomeesoag =O Support én evaluation oF the first and fcursk: 
objectives (qualified and best-gqualified). This point wiil 


Cc 
addrzssed in detail in the following s¢ction. 


ao 
WD 


Viewing the second question in the context of 
current recruiting performance measures, tne data anopear 
quite sufficient in @ quantitative sense, however there is 
Stew lamitation. At the current time, the recruiting divi- 


emen’s O=Ganizational responsibilities extend only to the 


Beeotmengece Cr the recruit training center The task of «he 
recruiting division is to provide sufficient numbers to «he 


training center, hence the perfcrmance measures extend just 
to the recruit's arrival at the training cénzer. AS 2a 
esult, the recruiting division's responsibilities and 
performance measures are absent from any consideration of 
milemsurvivability of recruits through recruiz tCrainang.. | ct 
mee) fave military tecruiting programs, the Coast Guard's is 


Baomomhy Cie ~hat systemariacally. excludes Fecsui  gaceaee on 


PooMm L£eCmusring pesrormance evaluation considerscions. 
ieee one POD services, recrult attricic. aS 4a dSeterme sane 
aeons 8 DEOdram and 2ndividual recruiting BeEformances 
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tc¢es have aove emery Tecognized hee 2) reer uieine 
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péeriencing a 95% ou~put survivability is e nore 
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TiemeOV eV ome mec TCH to the cLmceclusaion Ge 


immer) java san com he vevalvuetion base tesides ir the fact 
meat Eeierul+t StrweValw@s = fumction ci pumerome veriabike 


a 

‘rr WW 
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iD 


maevome, che meinmited centrol cf the racruiteng progran. 





this is a basically scund argument and is partially 
E@oepOorted by the FY-82 data shown in Table X., it dees not 
emoolve the recruitang program of liniated responsibility nor 
does it lessen the budgetary impacc 9f a recruit training 
TABLE &X 
Cause Factors for Recruit Discharge 
Caus¢ Factor Number Discharged Percens Discharged 
Medical Bale 41.8 
Refused Training Zoe 34.6 
EGOticonal Problen 67 ore 
Academic Deficiency 4 Q 67) 
Swimming 32 4.9 
Preqnancy e 1.4 
Ozner 6 eal 
651 TOO 20 
Meee tloOr frets exceeding 188: For that portion of attEz zion 
Son escllatiewithnam the Treemusting progran, "ee Bceriaeeng 
ai ° 


W g 
Gaye SiON cShewld harbcr concserrm and r-eect 
Né6= 2D) Peauci ng pzscruit 3 


Be the otesent tins, Training Cente: Cape May 


uw 
r{ 


BEoverdeswmthe tecruiting division ame sac a 
€fice with a weekly Recpuit Discharge L h 

fog provides informats#on on Geach discharged techuzer mane, 
date cf discharge, reason for discharg?2 ard che i u 
E D O 


wee ne set NLeinG Givesiton’s, ox 
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are that the valuable management tool will be use 


d 
Peeeeirc GQiStricts Ami@meencereed seftcrts tO peduce attriticn. 


(t) 
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In actual practice however, enlisted supervisor's respons 
O 


=, 
| 
}- 
ft 


meme nterViewS indicated that the log's usage ranges fr 


meme detailed identification of 2 circumstances 


Ww 


h 

Pees OuUndiIng a non-medical discharge. Wnile identifying <h 
reasons for the non-use or limited use, it became cbhvious 
Magee the districts ccnsidezed the generation of the log tec 


Bemeuw. 22 *raéi ning cénter interest ratner than the 


wD 
fu 


memmeuee ind division. At the district level, this translat 
into a pereeived lack of interest by the re 
Pee CUrenet, when distracts do use the log, they do se on 
a weekly LCasis and therefore do not have a strong awareness 
Same nesr annual attri<cion fate. When questioned, ¢ach 
Supervisor consistently underestimared the annual attrition 
memo exDeziencea by his district for FY-82. Lacking the 
ieee eri Catch of recruit attritica as a performance me 
and a problésm aréa, concern is not universelly shared by 
those Capable of reducing it 
Thas“acticude Should noc be SUDpEI=S2°¢ o.oo 
pete uSt cation ci Steven Kerr's "On the Folly of Rewarding 
Pyeetiee we Hoping for E*", Within the rseruzting program, 
meeeaquizing that recruit attrition is aot an element vo= 
— measure, there is no incentive to reduce cecstlv 
Meee CON) « 
In order to tTeview a vertial impact of attri- 
for this thesis allows a 
ve dimension tecognizing 
on. AS Shown in Table XI, of the 4497 *otval enlist- 
etees, 2052 LeCruLEsS comp Ue. Phas tim. woo oe 


i 
pie u 

number is cempared with the assigned guota (4466) and 
u “S 1 
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ct 
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Or programmed 2 


L9ptovided by (G-PE-4). 
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TABLE ZI 
Impact of Recruit Attrition 


hes. Total At turpite Oe GV OG Hey Nee i J sete ere Y 

Enlist (%) Dl eet Aaects Cuepi= 

ero uemee 15.0) (2Zy* “S62m5 "(25 7" 2 9Z9e2-” ONT 
e 528 Dale) 7c) meeG 2 167 31.4 116 
3 aoe 17.4 (4) 486 134 gee 89 
5 be U 7 oeueeetS ) 432 deine 21.9 92 
7 4990 ores 6 ( G) ee 183 1S 0 153 
8 518 24.1 (16) 394 187 25°56 qe2 
9 435 ec. (3) Soe 79 So50 =2 
11 301 iss Ce) 245 53 1365 4s 
fe a 2.348.(9) PED 50 41.7 30 
13 231 14.3 (1) 251 17 20) 13 
iy 14 126.5 13 = - - 
cG 40 4ug?)s—ia18.8)652~—‘'1018 27.0 744 


* telative rankina™ from 1 to mee Cea Of were 
Teliatively small contribution from 
Sremcourteonth District. 


recruit training output (3841) was undezachizved by 189 
Cee es aCruits. Using @ Similar analysis, the minorizy 
meat (806) adjusted fcr expected attrition indicates =haz 
the expectected output (694) was overachiseved by 47 mincrity 
Beeeuies. Table XI indicates shat ths performance of enen 
Gs 5 ack wlth Panne to recruit survivability sxhibits 
considerable variaticn. While it must be smphasized thar 
Poet ort it, On 1S NOT ths Sele sesoonsi bilacy woee n- 
BeGaws-ind GivViSdOr, 2k =S Nevertheless inpenEar ears 
consider survivability in the determination of effectiveness 
Seeeee= impact iS Slgnifiicent. What was once a strongly 
positive quantitative level of effecztiveness is now somewhat 
m 


Biashed by 2h= COonSsageration of recrus = Sunviveow oa. 
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While it as again evident that the causes fcr a 
Geeegat training attrition ratasof 18% do not lie exclu- 
Save chin che cOmain of the récruiting pocgtam, neithar 
fees me iie exclusively within the Educaticn and Training 
Pers icnh nObethe Operational Medicine Division (G-KOM-1). 
Peeeng 2 medically related attrition rate of 7.8% end 2 
non-medical rate of 10.9% indicates the need for global 
Gemerers On the part of each division inveived. The reduc- 
me CE LTEeCruLt attr=i*ion requires th acceptance of join: 
O 


responsibility and shared determination f 


2- Qualitative Limensicn 


Fffectiveness determinations within the quantitetive 
ere relatively straightfogward as both the chjec- 
erformanc® measures wears readily 4pparent. 
Wichin the qualitative dimension however, such is not always 
the casé |€S gualitative data is substantially absent fron 
che current partcrmance mnéeasuring process. Nevertheless 
Emeemopn Utilization of the thesis data pass, a lve. of 
erfectiveness can be determined for the tirst and fourth 


objectives (qualified and best-qualified). 
4a. “Qualified Enlisted Personnel" 
The recruiting program curtren@ly add= 


S 
first objective through “he process of implied assu 


- 


mi 
ng provided recruitsrs with detailed minimum 2nlistment 
sand a@ tequirement chat each apolicant atiza 

A 


d 
Emendalds orior to, enlistment, the 


a 
s been accomplished and there 


task ha ore al Caultns ~aae 
"qualified". This assumption iS not Supported by qualita- 
mteve da~a. 
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Diigo ig FY-82 70: her = .weee nO schoela 2602 ee — 
Meees fOr Snizstment into the Coast Guard. In lieu cr thess 
requirements, @2ach applicant was to achieve at minimum 3 
combined sccre on the Coast Guard Standard Test (CGST) 
representative of the Mental Category IIIB. Had ¢ach ind:i- 
vidual truly reflected these standards, the Coast Guard 


would not have accepted any individuals falling into mental 
categories IV or VV. As determined by admiristzaticn or the 
Coas* Guard Standard Test Bactery (CGSTB) at Cape May, tne 
Pam o> en ereng in FY-82 followed =the distribuvics 
Peopeeced in Table XII. 


TABLE XIl 
Recruits by Mentai Category 


FY-82 Mental Category Distribution 


Mental Group CGSTB Rang= % Attained 
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IV & V 0 - 89 ee 

The point *o be made is that the administrative 
Soca shment Of a Minimun GuaellEication Seer] 2s not sue 
Brent ©C Warrant the assumption that quality standazds ware 
Herero Mainca:ned. Te further iliustzrats his peta wen 
epough 2ach recruiting disttict operates with the Same 
quidelines, a review c£ Table XIII indaicates that some 

t Gr Se eee a ce 


Petsmart Ges are Noses e ff&sosryeceenen Gthers a 
afr 


the minignum mental ude standards. 


oe 





TABLE XIIT 
Mental Category by District 


ais es Gea oe Ti “tq a 
ao oe 
2 Soro 14.2 
3 Sau Ae ee 
5 83.9 16. 1 
7 Shao 19.4 
8 1 , Zoo 
9 iin! 12.9 
11 a ere Orns 
12 94.4 one 
V3 Tiyan pee) 

14 100.0 0.0 
“eg | 86.9 13.4 


Similar difficulties have been identifisd 
respect to the minimum phySical rtequirtaments. In a 
review of 200 recruit medical boards conducted by the 
Operational Medicine Division (G-KOM-1), [Ref. 24], it was 
determined that 61 cases should have been detected during 
the initial examination and 30 cases shouid have been 
detected on review (an additional 13 cases were gues*icnably 

+ 


2ctable). While the physical examinations and medical 


reviews are beyond the control of the tecruiting divisicn, 
=hey de have an obvicus 2nd measurabl¢ negative impact cn 


Phe neGmulting program. 

The evaluation of this objective indicates «hat 
mee Ccacst Guard “megetesal and some dist@icts Pa pars cul ar 
experience a degree or difficulty with the accomplishment of 
mienorough applhicant Screening pwocess. Undenly2ng eas 


obvicus is che more subtle point tnat the diffticult=ies have 


as 





emested fcr some time, wet th Mec €é evaluation and 
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Ne, manc 
contrcl frecesses apréear unable to J2Ccee eee = omen y 
. ee 


fs 
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mannéxr or fcous att Taas in need ci 


ni 


NtteOnwweromehe Sspecaric 
improvement. Interviews with recruiting superviso 
cated that mest lacked a clear undarsctanding cf the 


m 
categcry percentiles. Hence, while the mental catedory 
hi 


Fs 


G@esembabuticon of their district may have heen lewer cr 
than that cf the program cverall, «heir complete unawareness 
preciuded a qualitative pro Mn 


dz a 
Thes@ quaiity shortfails are o 
k d 


in view of «he existing peak loa ay. 
BY cteviewing Table IIT and Tabis X, it is evident at those 
individuals in mental category IV & V, and those nedically 
epee ant Camtribute significantly to recrulsmeattricion. 

The ces*s are considerabl2= in terms of travel funds, 
training dollars, training tine and — space. (one 
maanang Ceport has identified the cost of transpestatioa 


for medically discharged recruits to ba near $260,000.) 29 As 
evidenced by the FY-82 program and district mental category 
eseeanieeOons, the historical dadistributienms eviden= in 
BPagure 1.2, and «he physical examination and feviewedifti- 
Guetlies, the recruiting program's parformance wath respect 
to recruiting qualified enlisted parsonnel falls short of 


the first cbjective achievement. 
wewebe Ss Ditceected Avderab let 


This fourth objective 2xists to some degres 2s 
Pumanomaly: not specifically stated in the Hecrusztcing Marual 
Mor Cicarily defined within the racruitan O 

the first qualitative objective bensfited from a (0) or (1, 
minlifsed or not quaiafied defination, =~hasefourth ebgeazive 


enjoys ne such normative understanding. Similarly, where 





Bie geal cf the first opjectivemwas oresumably to have ali 
mCRUlItS “qualkietzed", thds objective has neither a stated 
goal nor recegnized performance measure capable of provicin 
feeecest=-gquaiiried" determination. Phe critteal nazur= ct 
MAIS anomaly cannot ke overstated. How can the recruiting 
program te expected to provide for ths quality dimansion in 
Manpowsr planning if it does not know what if is or hew much 


io Gesizred? 


Having neither a recegniz2l understanding cf the 
@emecci Vs NCr DercforImancs measures tO i.denvrity me unless se 
mrecut, = PMs of 01 measure of erfectiveness cannot be 
cbhtained. In lisu cf an evaluative eznalysis «his objective 
Will be approached frem & descriptive perspective, aevel- 
n 


V 

memrnag peth she cbjective's definition 3 

performance measures. 

CONDEMINngdeweth the recruiting namual, indavedual 

fies amd cated during interyv 

mera” rcrovides the practical basis» ior ™bestmguali- 
eterminations. When question 


f selective recruiting, it became apparent one 
man'¢ best qualified apolicant was another's rejected appii- 
@aac. tach of the mexe stham two hundred wecmumeiers vary in 


miemc abDtlication of service 2xperliencs, percepzicns]s os 


merece feeds end e<value@ions Of the TeCrutiing =nvitenanenc 
ia, 


Several recruiters suggested chat it was not uncommon fcr 
newly assigned recruiters to be hesitant to invoke selective 
MeGeuit=ng out of a fear of okie a Congressional 


inquiry. In these cases, the minimaliy qualified applicant 
becomes synonymous w 

DUS tO (the Brseten*t Subjec=zlve Raeu = sere 7c 
application of the selective rc a 
considered neither a valid nor reliable ne 


Migs nv. Thas iS 80t tO Say thas Ss letcety = Sees eerg ecocs 
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net hav2 legitima Value in =he apol2 Came (sen=- ena 


31 





Peoceéss. It most certainly does. Selective recruiting 
provides a necessary consideration of an individual's dispo- 
mer On and depormment. Im other words, selectéve recruimeng 
melbows for the consideration of the "non-quantifiables". 
However it must be clear that in and of itself, it DOES NOT 
Measure quality. If not selective recruiting .... *hen 
what? 

Refegraing to the initial diseusstenmoee gto 
Ssasures ard to the literature reviaw, there are «~wo vali 
@eomeceliakle criteria cf guality: educationeesetalinnent and 
Mem el aptituds. Research has consistantly supported 
hypothesis that individuals of higher ménzal céteg 
education attainment ievels exhibic greater prebabilitzti 
ieee SULViVing recruit and subsequent training. [R 
{Ref. 5] Therefore, the search for a valid and re 
@@einition of "best qualified" need go ne further. Assuming 
*he acccmplishment of the minimum snolistment standards, 2nd 
maeconjunction with (not in place of) selective recruiting, 


a best qualified individual is one who exhibits high 


jv 


educaticn attainment level and mental category. 


3 


Having narrowed the objeczive"s detvit trong 

Eecruiting program remains «asked with the necessity to 
identify the degres +c which the objective must be obtained. 
AS recognized within «he Department of Derenss,2! no service 
Gam efficiently emplcy a force composed entirely of Wpper 
Memtal category perscrmnel. There is need for @ mix ef 
Memeeci category I, I1, LIIA and IiIB individuals. (This 

msec ne=S Supported within he Coast GUuerd Oye seve weg 
eh2 broad Frange of scores serving «es 'A’ school gueliftice- 
tion standards.) Considéeting the many variables that enter 
meo a “quality-mix" cetermination, there is an Cbvieus 


requirement for data and decision maxing autaority beyond 


Deseciioowomes Wien Dea Rea Lockman, sGer te= teenie vce 
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me Organizational sccpe of the recrui 


ct 


aeTiChy SGV. 
most appropriate level for the quality-mix 


MOouLd lie withninmethe Enlisted Personnel Divisi 
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ct 


ee, MNa-Nntain the responsibility for comduwetin 
Guard's manpow=r planning. Where the division curren: 
projects both the annual enlistment goal and the 'A' school 
Mraininag loads by sererate processes, a joint compilation 
Samad sSesult in an enlistment goai inclusive of the — 
objectives. The manpower planning system currenzly in us 
by the Navy@e provides their recruiting command with quality 
targets: (%) High-schcol graduates, (4%) Mental Category 
femeetA, and a ceiling (%) Mental Category IV. hilsmehe 
Navy's recruiting pregram certainly does not represent an 
ideal as far as quality in recruiting, this zlement of tasi 
Pf0gzram Can provide a basis for Coast Guard modifications. 
Given quality targets that could be déveloved by the 
Peer sted Fersonnel Division, the Recruiting Division could 
ther be concerned primarily with che implementation issues. 
AS the “best qualified" cbhjective is defined 


mreeugheut the organization, perftcrmence measures must 
necessarily be develcped. As identified fron the Literature 
7 


review, the perficrmance measures must be valid, reli 
clearly understood by *hose whose performance is to 
measured. The measures must accurately and comprene 
communicate the crganization's expactations *o the opera- 
tional levels. Four such measures »xperationalize: cthis 
Bamecciye ard can be derived irom data aa available¢ 


G 
mer pon =she recr 


Sea oe nl OO L7G azes (HSDG): Representative of tha 
earea t2On a cttainment criteria of quality, this measure 

e“VeiNnt pap? Teutiit zea Er ADM. HAYWARD in 4 presentacion 
meeche Neval Postaratuat? School, December, 1962. 





identifies the percantag2 of recruits obtaining the mininua 
high schecl requirement. 


- Mental Categorv I-LIIA:; Representative cf the nenral 
@pertuds criteria for quality, this measure identities the 


it 
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Pee ntage cf recruits most likely to be qualified £ 
Y gq 
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mor demanding technical oriented rates. 


meuecOrs:y Mental Group E-ILiA;s Reeegn= zamgq nen o=g4an— 


Bzec2Ornal objectives +o opromotSs minority Téeprsesentativeness, 
thiS measure provides a more sophisticated indication of the 
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h Vv 
Measure identifies the percentage of out 
of the three criteria. This measurt2 ¢i 


iomecom Line” measure of quality output 


These measures of output must be comoared to quality targets 
established for she recruiting proqram in ord¢r to determine 


a level of effectiveness for this objective. Had such 


mh 


targets been generated 
BEvye cculd be used for t 


Recognizing again the absence of quality targets 


er FY-82, the data teneuted saga e- 


ao 
[es 


LSICOl Perea Soa. 


for the recruiting program, this data should not be reviewed 
to evaluate targ2t peritormance as th 
Peeteriot Identity quality targets. In 4a seca sense 
however, a review of the data do DLOVIdS 1h st goes eo en 
varying performance lev2is of the program 4s @ whole and 

ic D 


BeemUeeeng dists2 
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23The pet eee oS Of This. qualiteci ve Col secu — 
CONSistent wita the Tessacrehi ce De.  Asete asco cue, 
(Ref. 6. }j- 





TABLE XIV 
Alternative Performance Measures 


Preset ict —iS DG Ete TTR? nr eot Ta! eee ita 
4 HD (1) * 68.2 (5) 29.4 (7) «5362 (3) 
2 89.4 (7) 62.8 (7) 40.0 (4) ele ee) 
5 92.9 (4) Gi a0e (6) 35:5 Fai) 48.6 (4) 
5 90.8 (6) Sif. 5. EUS) 25 Co} “2.2 (7) 
7 7a tice ae a) 54.9 (9) S25 Ti) 37 ee) 
& Bor 0 (3) 202305) (10) S24 10) Saar (10) 
9 Sei Wes 7 Oe ec) 29.4 (7) AES GZ) 
11 C2 ee 9 ) 72.90 (4) 48.1 (2) 48.0 (5) 
12 79.2 (10) 72.2 (3) 64.3 (1) 43.5 (6) 
13 aero) (3) 7 Seow t |) 44.4 (3) Silt Sie 
14 100.90 80.0 Oran) 50.0 
Mec) | (90.3 ea “385 0) 45.4, 
Geese lative crankin from 1 to 10 exclusive oc meic 
mecca Vely Smali contribution fron 
Geer Ouncteenth District. 


The benetit from the first mesacsiuse. novcemec 
euee@enc when viewed in conjunction with She recauac eecr-- 
sion data presented in Table XI. Thoss districts 


Exper. =1C2ng aigh attrition races generally exhibit Lowes 


LQ 


percentages of high school aréduates than do those sxperi- 


eeeema Stall attrtiticn rates. This relac=onshivo is 


meme etically significent as Can os demonstrated by 2. =ank 
meet Cotre lati ones" cf d@strict performance ween =sgqcmdyco 


d 

BalGeand Feccuit attrition (f=. 764) pid 201) Teter oo 

In terms of effectiveress, these dis<riczs enlisting gre 

mumb=eES CE PperSOonS with 2 high schooi, dipvlomagices GED cer=i— 
b 


meee) CCNntrabute MCre aeo Pprogral el li 2Gaawenessme 


e*iJse of Spearman's Roe NONparawic ric Sstacss7ic. 
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those districts enlisting lesser percentages of high schocl 
Seaduates. Ths empirical data provides an indicatos of 
quality output and supports the established link between 
education attainment and training survivability. 

Though beneficlally providing eae useful screening 
foe £O> the Seduction of recruit attrition, the HSDG 


measure is not, in and of itself, 


ju) 


unitary measure cf 
MeGnuwit quality as 35% of th 

feebuced in the mental categories I-IIIA. Comparing the 
HSDG and Categorv I-IIIA data 2 


meen Of 4 high schcol ie 2s not necessarily 


2-35 S=ViaGsre ete oes 


indicative cf the mental aptitude. Although a district aay 
obtain a high relative ranking for the recruitment of higa 
schocl graduates, it does not necessarily follow that the 
Same district receives a high ranking for the recruitment of 
upper mental category recruits. Again statist ‘il 
Gomparing the relative rank orders in district ps Tn 
for the variables HSDG and Category I-IIIA, the corre 
(p= .261, p >.1) is weak. The weakness of this correl 


: 


S1On is particularly notable with minority I-TIIA (f= -.30, 
pee iee  inese Sindings clearly sndicace) chaetep=2 comemo: 
High scheol graduates alone is an inadequate measure of 
quality output: hence the requirement for an addicztional 
Ppest=quelitied" measure. This point iS Signizticenat in 


izght of the program changes implemented carlisr this year. 


ss. 
) 


Miedate clearly indicates tha= = establishment of a high 
Bemocl Graduate (or GED) enlistment standard wilt news 
Meseit be sufficient to insure the accomplichmen: of @gualcey 
mix targets: there remains a need +> cognitively considées 

S 


reening and program perfor- 


Ee 
(mental ; clei and oe a 
£ 
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feopeemreraees CateCgoOrwel-LTITA, and Minosity I-ITIIA. The 
terature review suggests that consideration of th 

wemmmes =hculd @mclude zSecogniticn of each distsicz's in he- 
Meme pPOcTential fo produces guality output. Given th 
disparity between the public education systems found within 
meemenagath, and Thirteenth districts, their widely vazying 
Siiety distributions should not be surprising. — 
Storial potential and its managment implications will 


r 
Bem2addrsssed separately.) Additionally, che lower percea- 


1! 
W) 


tages of minorities within the upper mental categories 


ct 
os" 
ey) 
ct 


dy 


no = a a Nevertheless, should it b2 acceptable 
eee scme districts cnly rive of ten recru 

Ween Cateaqcry I-IIYa? Lacking clear direction, adminis-—- 
trative requirement cr behavioral incentive to identify and 
recruit persons in the higher mental cate¢goriss, this daca 
tilusttates the penalty paid for the sole utilization of the 
Peeeeree ive Tecruiting” concept to iden=ify gqualzcy. 

The ultimate concern cf the Coast Guard is ths 
feeial Quantity/quality input into h2 personnel system adron 
Pemeret LOn Of TEecruit taining. After accounting forvque 4a 
di@eemolishment and adjusting For ettrition, what is €£ne 
Mooteom line"? The final oii wa measure (HSDG + 
GRAD + Category I-IEIA) is indicative of the annual quality 
mice OY PLOgGztam and district.  Considetation cf ene] Eon! 


measure is nécessarily dominated by tne district's cgualic«v 


Paeamiceton pOotzntial.s While the relative disveses nking 
are representazive of this potén=iai and cannot be appreci- 
aply altered by she Coast Guarda, the pexzcentage attaigmen= 
levels carn ani must become targets for change within thea 


G 
Coas* Guard. In a d¢scriptive sense, whe 
normal quantity program performance measures 
Bias meacurs indigates the program's gqualicy perso: 
the absence of quality evaluation and control. An e: 
tiveness determinacicn would require the establishn 


this measure. 
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C. EFFECTIVENESS SUMMARY 


When reflecting upon the preceeding analysis, the degree 
Mumeieen the TSectuiting program is eftisctive in the achieve- 
Ment cf its four objectives is primarily dependent upon <=ha 


performance measures utilized and the point an tim 
measurement. For the quantitative objectives (quc 
Meme end minority goal accomplishment), utilizing the 
GFaditional quantitative performance measures provided in 
niga Be ahd chsernwed prior to the commencenen= of seen: 
mmond, the program cverall achisves 32 sSignifican=z lev 
or effectiveness. Reviewing the effectiveness cl each 
Seeemmrting district undezs the same conditions, a simi 
desirable level of effectiveness is achiaved. Yet this 
brignt picturs of effectiveness is somawhat dulled by ext4an- 
Sion of the point in tim2 of naasurement to include 
“eee a On exparsenced in recruit training. The deta 
provided by Table XI identifies weakness at divisional level 
as well as the district lével. Inclusion of the attrition 
element reduces program quantitative effecciveness from 


Weer s 2 gcal +29 95.8% of goal.-<> More stonitseall: waen 


Meer tc Deriormance is adjusted for attrition, =he ers vi-— 
iene rerperted quota attainment range of 100.90 to 101.9%, 26 
as decreased to 75.9 to 84.6% of quota.2? While at first the 


adjustment for 2ttrition may not appear Significant, 
MeqWases Cperaticnal signiticance when teh 


Somveresd tO dollar equivalents: tra 
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D $a 
O (D 
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t4 


WempeatTS, training time and training spac 


25S<e computations on page 75 and 76. 

eOnxXClucive cl the Laghtiy goalsd Fovte teen e li cee se. 

2f#Pec-orang out medical attritvon, @n= Tangs s-ecne= 
Boece. 9 1. OMe. 





Centinuing the analysis by expanding the performeéence 
measures +o include the qualitative dimension, the ccencepn< 


Sr ertec-ivensssm™s iikewise broadened beyond craditional 


{- 


considerations. Where previously the central ccontext of 
perrcrImance measurement revolved around the question "Are we 
Bee; Ulting enough pecple?", the qualitative dimension broa- 
fame eh= context to include “Are” we recruiting the right 
peoole?". A review of the third objective identified 
Beetormence that was dysfunctional to orogran at 
@s tame of tne recruits tested below ths established 
eiieads Apeitude standard. Significantly, this percenzagde 
not adjusted for attrition: these "less than minin 
qualified" individuals are passing through recruit tr 
magpeenco the Opezaticnal Coast Guard. In addition to these 
shortfalls in effectiveness, the review identifies simila 
difficulties with the achievement of physical eanlistment 
Standards. This review supports the need to broaden the 
existing performance measures “Oo include the quality 
Sion. Cleatly the program cannot rely on the existence of 
administrative policies and procedures to insure the 
ey 


achievement of quata<¥ objectives; there 


h n 
Wreh Objective introduces three cenec=preseees 
mi cms 1) a definition of a “bestenaineece 
ec eecqualiicy-mMiwm deternina=icn in dea lwseen inom 
EMance Gvaluaticn, and 3) quality on tenet ed an 
mtweais With the int&Loduction of 2ech, x Deocenecs 

n chievement of effectiveness within the quality 


3 
NM is not Gencom tant with quantitetivs e2tsce77 —— 
O 


oo 





pemeering =Col for quality. The lack of spec2si 


c 
Pome be quality objectives through the goal Setting end 


pertormanc2 cvaluaticn processes has rasulted in 


et sk 


than Significant acccmplish ment. 


In summary, she anélysis describes a orogram that is 


experiencing 2 level cf quantitati 


Seat iyeress lesseemnan 


O <j 
qt) 
(p 
rth 


mms indicated by its curzent perf 
Seialatiy, the level cf effectiveness is less 

assumed and required by the administrative policies an 
procedurss. In both casés, the d&aéta s 

can be achieved through a review of the program <1 
their relationship with che program objectives and 
M@eeron and control prccess. 
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¥. CONCLUSIONS 


ww St 


The research indicates that with respect to the qualite- 
tive AND quantitative dimensions of manpower planning, the 
recruiting frogram 1s performing at less than its potenczial 
level of efectiveness. In terms of Steven Kerr's "On the 
Beety Cf rewarding A, while Acping for B", the reeruiting 
Peemaam (Cifice of Personnel, Recruiting Division, Enlisved 
Perscnnel Division) is rewarding quantity while heping for 


Miabity. in teality, you get only what you ask for. 


A. NOT DESIGNED FOR QUALITY 


In summary, the research points to the conclusion that 
mf TeCruiting program Simply is not desig 
As a resuit of the over-amphasis upon quantity and the 
unfortunate, general eae ae ae that guality wili@racuseily 
acrive with quantity, the quality objectives are at best 
Weeesely Gefined. Sinilarly, quality considerations ase 
practically absent from the critical program elements of 
goal setting, performance evaluation, resourc? allocaticn 
ayeegeneral program pclanning 2nd support. The antiwsion ce 
technclogy into the Coast Guard, with che resulting demand 
Mot high quality personnel, has brought about an awakening 


to the consideration of these quality issues. 


Be. EFFECTIVENESS AND PROGRAM ELEMENTS 


The ¢stablishment of an evaluation and control crocess 
presumes an ability to ¢valuat?2 program performanca and an 


keenest £O Utaeezs the rcesultant pert 
eejyust:nrqg and adapting the program tcc 


E 
program cbjectives. Having discussed at some length the 


a4 





perfcrmance or the recruiting program, there remains the 

task to identify the program elements that are candidactés 

FOE charge «5S we@™ as targeting the direction of chargs. 
At the cutset, it will be useful for the reader ¢t 


understand that the comprehensive discussion of each orcgran 


element in ztelation tc the program objectives, and tc other 
elements, is i i ela a potertialsvopec 2c eeazuenes 
research and investigation. The limited purpose of this 
eeeton 25 to identify general directions and m@qnitudes of 
Smeeege ACEICPpraate ir light of the evolving demands being 


placed upon «he recruiting progran. 


1. Qualitative Cbhjectives Defin 


ib 
| fs 


Whereas the qualitative objectives in their current 
Form in*«roduce the primary quality issues ("qualified and 
tiest—qualified"), they fail +o operationalize fully those 
BsSu2s. The identificaticn of a best-gualiifiec applicant 


mdemed= Cricrity placed upon the enlistment of gqualtvy are 


unfortunately abrogated to the middle and lower organiza- 
tional levels. For example in two proportionately large 
Bendis tng districts, having been provided with oriy =he 
Minimum quality standards (while hoping ‘for best-qualified), 
the expressed attitude is: "if the Coasz Guard wanted better 
than the minimum they would ask fcr it: min te qualified 
4s as good as best-qualified."28 Within <zhes 
Beemer = NC CCNCerted exfor es to attract. be= 2Se5 ener] 
Minimum. You qez what you ask for. 

The provision of = mots detailed dhe 
broader perspective on the qua U¢S Salou gien 2 aa 
Peoeecutcing Crganizaticn Zepressnct u2 for enhancing 


program erfiectiveness. 


28Interviews with recruiting supervisors. 
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2. TZarritorial Potential 


As is evidenced by the prcegram's current procedures 
temas iccating recruiter Tesources, apportioning mincrity 
Geages and targeting advertising =fforts, there is recogri- 
mmemeot guentity oriented territorial potential. Simply 
put, these districts with a greater resident uw 
recsive mcre rectuiterts, 2 higher minority goal and great sz 
pamsiracccn Of advertising eiforts then do thoss districts 
@empecsed cf iesser ocrulactions. This dolicy has 13a < 
Meeoee= Concentration of recruiters and tecruiting ef 
along «he East and Gulf coasts d2spite the steady migr 
of the population westward. (The gsographic distribution of 

ecruiting billets aprears in Tabl2 IX.) Describing the 
MesentOUtLOn Dr recruiting resources by geographic regicas, 
the greatest concentraticn appears in the South 
Reeemceic/South Central (Districts 5,7,38), tollowed by New 
Eoagband/Middla Atlantic (Distric<s 1,3), North Central 
Mestrict>s 2,9), and lastly, Mountain/Pacific (Districts 
ieee 3, 14) . 


Just as 2ach dis=ticct exhinsits and tecogqnizes th 


iD 


Beesemcs cf this quantity potential, there exists, thouan 
systematically unreccgnized, a quality potential as well. 


Introduced in the literature review, demonstrated in Table 


sv 
O 
i 


Meemerand SUDDOorted by Table XIV, one chatecter st ver one 
Serureangd districs is it pe 


S i 
fave ened' and "bhest-qualificd™ aoplicants. §Descpigeeas 
€ 


Beaqwonally the qualicy potential as determined by ltre Voa0 
aaministraticn of the ASVAB to 11,914 youths, gqneate= occ cn 
tial resides in New England/Middis Atlantic, followed by 


North Central, MWountein/Pacitic ard lastly, South 

hema nt2c/Soucn Cemeral (Ref. 7.4. Che Coast Guard  daaa 
@-epetraliy centorms tC Shis patte=n Wiech [he execpe sous eer 
MOUTntein/Facific wherte performance indicated in Table Xiy¥ 


exceeds that which the compariscn would have pr=dic zed, 





PNeenE Dg a LeEcrulting Snvisonmemeewnerencrs Quali ta- 
tive dimension of manpower is raceiving increasing 
pmeeneion, the Quality oriented tSrritorial petential is cne 
planning ¢lement that must not be ignored. Just as tne 
quantitative potential is reflected in the strategic deci- 
Si0n making process, so must the qualitative potential be 
considered. For example, in she recent review of minority 
G@Oal appcrtionment, cnly the number of Minorities within a 
meeeey Miles radius of the recruiting offics™wés considered. 


Meeenea Were the quailty characteristics of those mineti- 


(l 


ties: ag¢, education attainment level, nental 
+ 





a u 
ron Oo = i 
b 


Reea result, districts having a high vopulation noc = 
ties Eur lower quality will now provide greater numbers of 
Marg2nalliy qualified minorities who will attrite witk 
greater frequency and be cf a lower mental apticud? than the 


average recruit. The end result will be that yes, minoricy 
goal (quantitatively) will be achieved, but when reviewed in 
light of the performance measures presented in this thesis, 
in a potentially ineffective manner. 

Reenwan <he recruiting pEOgran;™there amerewe 
Specific pregram elements where consideration ef the quality 
meqececr cic OrlLal@petential Can prove benerticia omen 
C 


ement cf program effectiveness. 
Bees cunconAliocas Aon 


CONparing the © ecogni zed quantepy voreme: 
describ)2d regionally with those regions a 


Peacteeeenese is one pein= of starz! 
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Aras Con Conocat men Or cS 
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Guard's gr SULTING aeGalvi] weccci=s 
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precisely in the region of greatest rslative mental apticuds 
h and Ee@nen dis sures 
m 


weakness [Ref. 7.Je The Fifth, Seventh a 
fem tly crocuce propertiona tel y™grsstsr au 


) 


- 


Ders Ofenen=s 
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Seieadety LTT B,; LV and VY andividuals then <1theon e722 ne 
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remaining réegions.@? This is not surprising in view of the 
meagwemal gaality potential. Convers3ly, while the Coast 
Guard receives greater propertions cf upper mental category 


individuals ‘rom the Eleventh, Twelfth and Thirteenth 
O 


diszricts, that regicn receives the smallest levels of 

recruiting resources. Unfortunately, while the quality 

peoauct cf the latter region greatly sxceeds that of the 
Qo great 


former, the guota and resource diffsrentials are § 
eieeeeme lower quality production is not cvetcome. 
Reflecting cn the mecrulting Snvmmonmene =n 
Eeeeeraence When the initial recruiting resourcs allocaticrs 
were determined, and recognizing th2 incremental process of 
subsequent change, the current resource allocation strategy 
Sy 


is easily understood. Névertheles n> LSC 7g chvares— 
> 


i+ 


mene is changing, the priorities are being altered by the 
impact of technology and the easy-to-us2 incremental change 
process is inadequat¢. The distribution of recruites 
resources is in need cf largée scales réevisw and alteration. 
The quality oriented territcrial potential is a real, live, 
phenomena deserving attenticn and inclusion in resource 


allocaticn decision making. 
Eee oulaeiae y's x 


The futility of employing a force composed 
solely cf uppar mental category individuals was previously 
Heumpened, as Was the conc2ptieot gquality-nix3ws guocae/gqeet 
Hetzhictomect the quality objectives. As @ne peeaqram—wec 
Mie ey-2x dessrmintion is determined and peoveded 25m 
Fecruiting division, the rémaining task is to distribute 
Pmeoctively that quota/goal to the recruizting disreic ws. 
Whereas current metheds would resuizt in a distributicn based 


Mpoh cher ee sSimption chaseeach Asem ct Sharem@eme Woad 


ee ee eee Eee ee eee ee ee See Se = 


SoGso, Tableo fr nd Tao 1 by 
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(quantity potential), the result would actually inal a 


marden upen those districts in the Southern regicn. Th 


Bescarch weuld s@iggest the recoqnition of each district's 
uRigue quality pctential as the basis for chat puanisy-ain 


@eseribution. The data of Table XIII and Table XIV indicat 
meee xXaNtlie, recruiters in the Thictesnth diszsi¢e¢= would 
experience less difficulty in reeruitiag upper mental cate- 
gory individuals than would recruitars in the Eighth 
ese r LC. 

The operative understanding and advantageous use 
Memeeaia=y potential as a planning factoz in he apocrzion- 


Ment of recruiter billets, assignmen= of minority recruiter 


1) 


and distribution of quota/goal represents a second avenues 


Ss 
for the enhancement of qualitativa effectiveness. 
Bape RECT UL ers 


The xecruiting Manual correctly identizis 


oa 
<4 
4 


Ss 
recruiter as the most importart element of the recru n 
program. As the ultimate? lmplementor of policy and proce- 
dures, the performance of that individual is a key element 
in the guest for guality objective achievement. 
Accordingly, recruiter performance serves as the common 
denominatcr in this analysis: "Wnat policies cr procedures 
Must be altered, developed or otherwise emphasized se that 
fevswe Can TesTuUIt tPndividuals of tne appzepEta ve sania ta ay 


and in sufficient numbers to me3% program d¢mands?" 
n 


aero nae rstamuinG Cf =hs gualeuvy Gam 
Sen. @ Major obstacle in hs achisvinen = oO Seg uelae, 
Gemectaves. Resulting Trongeschool <raining 2nGeaen- 
Meee Eretaticn of written guadelinss, tecrur=srSe have al very 
E=seemc= ive angers 4 gq 


at 
ualigy detsarmingeeen. AS 
Ss 
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Tree VS Tecrulzing" as a basis for quaiaty determtratic 
is inadeguate and deceiving. Amceng recruiters however, 
denunciation of “selective recruiting" is blasphemy. a 
every discussion of education and mental aptitudes criteria 
eee quelity, a recruiter is guarentesd to resurrect th= sStorv 
of the Category I individual that was sent to Cape May enly 
meme discharged for a@ poor attituds. The data provided in 
Meweees Tt and Tabie IV clearly indicate that this nyth is 
Meereul= Substance. Cembining the osveremphasis upcn gquanticy 


Genet n=] Misconcepticns concerning quality, pecruLters 


ESPpresent an organizational barrier to qualizy attainner:. 
This barrier is not as insurmountable as it may 

appear due primarily to the available literature identifying 

Pijeteerro=d quality determination criteria and the postive 


z 
fee eude, high motivation and genuine concern charecteristic 
of «he Ccast Guard's volunteer recruitiag force. Recruiters 
hav2 an insatiable desire for constructive performance f2ed- 
back. Recruiters invest considerabie personal prid2 in 

their recruits, they want them to be successful. Recruiters 
Woe OLOVideS the product that they think the™@€oaste Guard 
needs. Recruiters can identify and screen for quality when 
they are instructed as to the proper criteria, and provided 
timely and accurate feedback. 

Providing recruiters with one common, clear and 

operationally de<zerminable definition of quality will 

provide a third avenue for the 2nhancement of qualitative 


effectiveness. 


program's é n 
fied as those individuals implen 
program, ma nent peclicy TS@th= recrut ti ngmewogran. 


2 
Pa=eveding ~he Deoqram's stmucture, Jecrining 22s boun dey ad 


oe) 





establishing its charact¢r, management policy is cleazsly THE 
dcminant program element. As such, it is essential that 
management policy emtrrace and exist in consonance with 
Gencert=sd efforts #0 enhance the program's sifectiveness. 
Assuming that this is so, that management policy is ad2p- 
table and in pursuit cf effectiveness, three policy 


Sxtensions are esSentiai +o achievemenc. 
a. Goal Setting 


The literaturs suaqgests that as a standard 
measurement of adequacy, a goal MU 

clearly define in opérational terms ¢+ha natur23 
program's objectives. Judging by that standard, the 


e 
Moak Setting nechanism would score poorly. Consisting of 


a 


just two elements, quota and minority goal, the current 
mechanism ignores the remaining quality objectives. This is 
Meare ty due to the program's inability tc define specifi= 
cally those quality objectives. The result of this goal 


setting weakness 1s that two signals aze disseminated 
wreewgqrout the program: 1) a strong, clear, unequivece? 
demand for guantities of récruits, and 2) a somewhat hollow, 


ill-defined and eh request £90 quality Ss2careo 


The recruiting quotas and goals, s2cn ease. 
Pieeotzcn tC ultimate monthly distribution, aze devend vce 
Sepeetet= quelity considerations. © Wt e4¢h Ofgatiza  eeonam 
level invelved in goal d2velopment however, there is an 
@wareness of the Co2zst Guard's quality reéquiremenz=s: the 
Beganmizgaction needs personnel] qualtiied fos 2a Al, ease 
Sewer Tl and cther technical rames. Yet ih praciic=, =e 
progzam asks for enlistment quota/minoricty goal while heping 


0 
to £il11 «he high quality requirements. 
Previous analysis sugqges#s thes wnile his coal 
setting mechanism may be anemic, it is not terminal: 2ach 


Baective can be transtormedMinto specitic goals. “Via eie 
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aeeeDtance or “quality” as defined by edMcation at*aiznmen= 
and mental avotitude, the guality cbjectives can be 
edadressed., The MWnlisted Personnel Divisioz, in cootdinétion 


Weth the Recruiting Division can develop quality-mix *tarests 


a 


that would identify throughout *he program the goals ver 
nent to the qualitative dimension. The weak and ill-dzfined 


second signal can be made as s*rong and as ci¢ar as the 
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provides a fourth avenues fr 


effectivenes 


As the gcal setting mecnanis 
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progray, =h 
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D 12s 
anizat ion a. +he per 
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e conformity between <= 
the established measure 
ieeemgrcrogsam, the gocd 


h 
Senic a the bad news is that the goals are incon- 


Viewed from tne top of che orgeni 
isting shallow performance measures are sin 
m2. 5y invlying a comprehensive review of progr 
De=toOrmance, 2AESe quantitative measures obscure gq 

etrmance. By halo eftsct, i: iS assumed enat @g 
“ive success produc2s qualitative success as well. The data 


miemer= = =hat £AIS 2S NOt always <= case. 
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wee dS it GS possible to GSiins tae Gg 
ebjectivses in a comorehensive goal format, so 


perftecrmance measures. Likewis2?, where it is ne 


23 hecessary ~o 
Paewede, through goals, a direction for the qualitative 
Smm-nsicn, it is necessary to identify the priority oclaced 
on quality by the development of qualitative performance 


a 
measures. Qualitative pexformance neasures that require 
information readily availabie¢ from within the recruit: 


= 
program are demonstrated in Table XI and Tabl= XIV. 


(D 
< 
(D 
}— 
(A 
ct 
ae 
ay 
If 
D 
}s 
U) 


ri 
a 

the operational i recognition of nanage- 
u 


Gomes L2I-TSres= in 2ducation 4a QMM@2at, mental aptitude, 
Beem at Attrition and the qualitative dimension, Simiiar 
Beeogn.cicn and priority will be forthcoming. 
Enhancing th? current performance me 
include measures pertinant to the gualitativ2 objecui 
represents a fifth avenue to the enhancement of fr 


Siepece1veness. 
C. Reward - Recognition 


Once the program's direction are defined and 
Bato =.ties established, the semaining task is #0 appordcion 
tne program's human energizs. In this process, driven by 
pee re, recruiters aré awara of zhéeir behavioral 
requirements and can discriminat? bétween those that resuit 
and recognition Efrem those that deere seus 
Cruiters are liks the rest of us, =hoOsd@@behavicss 
eme reward will be repeated and those shart 
peemm~ethoeut =r Ss 
mcoinipem: Ween he receuLeengeapsog 
bshaviors that are rewarded (and tau 
HOT se@meche beitawiors Jepas are des 
comparison requires NO\2C=2 On pas EC Sr Shee 


Ewa lie: One and “Esl. cente .ac<2on. 
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Poon wne Kecrusemng Dive SiOnmee « hewulSsseews, 


momma arte nO pe©Sitive rewards. From the districts's 
perspective, the absence of negative recognition must 
elllescei cute ICD a pOSi*t1vVe reward. AccoDmadzangly, as ident:i- 


Bued through intsiviews with recruiting supervisors, * 


Pl 
accomplishment of quota and minority goals are perceived to 
be the essential criteria to the avoidance of negative 
recognition. As a result, the behaviors that are rewarded 
are those that accomplish quantitative goals. There are no 
rewards for quality and likewise, no rewards for reduced 
meme. attrition: hence no incentive to deévots energies to 


t 


eyesce p™icrities. 
Wienin the tan districes, Sivewhave dev etoned 


some variation of a positive raward and recognition systen. 


i 


Via the presentation cf a plaque or a letter of &pprecia- 
tion, s2veral districts ssek to promote superior recruiting 


performance. In doing so however, the districts aave been 


a 


ieemco their Own Gevices to establish criteris for “suce— 
Beare ecrusting perfcrmance". The result is that 


performance rewarded in one district is no doubt considered 


t 


Bone by another. Th2 implication progrem=-wide i1¢72ne- 


maetse nas been GO Cognitive attention =o the ident2z£&ica -2oen 
of desiratle behaviors and no specific action to promote 
[Seger or recruiting performance”. 


This current situation evolved from the 
PeGei22tag Division's abandonmen= of t 


Recruitsr-or-the-Year award. While at the time there wers 
insufficient performance measures tS aiscriminats the supé- 
meen festcrmance from tha= normally sxoccred, Bsuchwas ie 
ieomaet 256 @eslie. The davameprcevided by "e@onsi2esatrqonwe: <ic 
qualitative dimension provided in Tables XI, Table XTII and 


Tole M4V clearly identity a range of perrotuenes. 
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ByieeecemestanicSamens, Of a “Ractuiting District 


Peene feds" Award, the Recruiting Division could provide a 
mieat CSOMmUnicateon CE 1tS goals, objectives and priorities 
as well as e¢stablish those béhaviors considered =o be supe- 
moon. fn the Wake Of Division level action, as ¢ach 
district develops its individual reccgnition programs, the 
recruiting program weculd be the primary beneficiary of 
[Poon oved recruiter performance. Considering the recent 
Peduction of recruiter proficiency pay, and the increased 
efforts and néw behaviors that will b2 required in «he 
achievement of qualitative objectives, tate tining could not 
Bempoetce> £Oor the healthy Lajecfeon of POSITIVE reward and 
mecOQgniticn. 

Development of criteria and recognition of supe- 
rior recruiting ferfcrmance can align the expected and 
actual human behaviors, thus representing a sixth avenus for 


«he enhancement cf recruiting effectivansss. 


ds Program Support 


The difficul~ies dascribed do not begin and end 
Ween «he Recruiting Division. That division is welt aware 
Of the research and empnirtical evidence that supports receg- 
nition of the increased level of dollar and personnel 
Poemene=s Legiared £¢ recruat high quality individue ome sc 


clearly takes more time and energy to attract and recruit 
exceptionally oe individuals rather than the mini- 


Y 
se 


o6 
(p 
ct 


Mally gqualizied bud@st™ and Deescansl reduce 2onemem= 
Cc 


imposed. The 


J 


as uSt be mad? Within <hne budgetary process 
enat "people" are the Coast Guard and “quali s 
provide a dace Coast Guard. An increased ievel of 
MecOunGes d= ch Common ORO (TeECEULIAEgG)s will u 

rzsources ate =c¢ conduct subsequen*t *raining and 


PaUCa~S One EnrIcChnnene Sroaqzans. 
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C. IMPACT ON MINORITY REPRESENTATION 


Pm weet emmca lero call the “third objective, minoroty 
proportions, and "review the minority mental aptitude 4d 
buztion of Table XI, a qu2stion may arise as to the imp 
upon Minority representation of a recruiting program e 
Sizing quality recruiting. The simple answer is that i! 
impact can be either positive or neutral: it does not have 
to be negative. 

ime SOint must be mad= clear that the term “minorBey" 2s 
feaean antonym for “quality” and sifort=s to achieve aoth are 
not mutually exclusive. A program seeking a 20% minority 
representation dces net have +o do so at the expense of 
quality. Likewise, a program se#king a gquality-mix propor- 
tion cf upper mental category recruits doses not need to 
sacrifice minority goal atcainmert. The two objectives 
represent urgent Coast Guard needs and can be pursued in 
Copeenmadnecs. In spite of 1ts first appearance, there is no 


zero-sum games: no one or the other. 


Within the Navy's recruiting program, recruiting 
Cicer tenc ate prcvided target percentages for Mental Grcup 


Leer A, High School Ciploma Graduates, Hispanic and Black 
accessions { Ref. 26. }j. In much tat same manner, zhrough 
ae enlistment standards, minority goals and 

duce vy= Mex targets, the Coas. Guard's Tecriutting ocsceran 


SOupmawaG@nieve Sach Of the four ob 


(D 


Stives simultaneously. 


eee le 
i» 
ct 


An approach «9 these objectives + seeks first to achieve 


a 20% minerity representation within the Coast Guard orig 


DPemaacdressinidg Quality ss an eporoa¢h chat will sredues 2 
mediccrs Ccast Guard manpower forcs. The objectives must be 

pursued concurrently. 

Gnas 1S ROt eousay shat ths Minority ob jscei wes Can ve 
plished easily hewever, as they cannot. Fortunately, 


m 
de 5 atone = - -~ aa : ~ = } = —_ en -_ ~ 7 = 
fiom eo se rae aossS ((EeVvede “2nS20gh~s LO the Iveleoumen] efra 


ee 





(mers cy TeCLuztang fStraregy. AS in any recruiting streée- 
tegy, you get what you ask for. 

Due to the historical differential in AFQT scores fer 
Benorlt es versus whites, the element of ferritcori 
potential is a critical element in the recruit 
fied minorities. As is the casé in the gene 
program however, the program seeks t9 recruit 


eeely more minorities from the South Atlantic/South Central 


ts 
ct 
(D 


eg@2on. Given the gueality potential of that region, 
Sees lencs cl poor quality surprising? 

Research into recruiter erfectiveness indicates that 
iemeOulay brecrustéers are more successful in the recruiting of 
Minorities that are white recruiters. Combining ~ 


h 
vation with the existing territorial potentials, rese 
S 


ct 


a 
would suggest the assignment of minority recruiter O° 
Pues Third, Elaventh, Twelith and Thirteenth distzric 
aera ics, the First district has one minority recrui= 
and the Thirteenth nene. Yet 50% of the minority recru 

fe 


a assigned to the Fifth, Seventh and Eighth distri 


| 
(D 


The diffsaculties experienced with the efiective 
Pw tl Mg Cl Mlinorites ere similar to those experisnced 
progsam=wide (1.¢. gcal setting, goal specificity, territo- 
tial potential, reward-recognoition, atc.) and the remedies 
are the same. The avenues leading tc the enhancement of 
E=Cruitine efiectiveness wlll similariy lead =o the enhance- 


ment cif minority goal accomplishment. 
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VI. RECOMMENDATIONS 
In making these recommendations, it is clearly under- 
stood that there ar2 no simple, one ster answers to the 
enhancement of recruiting effectiveness. Rather the 
mamenypc wll bS guite complex when considsting the indivi- 
Gg ard combined impact cf ths recruiting environ 
Seeernai sconomic factcrs, and internal orgqanizati 


m 
O 

demands. The presentation of these qualitative eifaective- 
epe 


ness issues vorovides an identification of the independent 
alternative courses of action. Ths most crucial decision is 
femeecoemucn watch to ccnsider first, but =o consider any of 


them at all. While cbviously each recommendation cannot te 
initiated sizmultaneously, some initial action can and nust 


be taken. 


Aw. OFFICE OF DERSONNEL (G-P) 


1. Review the current Manpower planning process and the 
degree to which «he quality dimension is included. Provide 
guidance to G-DE and G-PMR as to the appropriate balance 


between quality and quantity. 


2. Revise the performance expectations and perzormance 
measures applicable to the recruiting division to include 
measures a the qualitative dimension of pertormancs 
(eeucatTOnesat al aAgent, Mangal apeituds>s distiman= 2 o1geeaes 


guali Peg emi net producmeon composizs). 
Bo SR CoGh i460 Or ehee= shared TeSponsibisaz<y, 
include in the performance measures of 


Th 
anNningmand Education Division, and =o tne 
at an 


DERE: SLORVDS he x t4nt 
p Tae Operational Medicine Division evaluation of the 


ee eye A eae te ia aie a 
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4. With «he increasing quality d2mands be 
Pye ehe Recruiting Division, recognize the requirement 
Gseater suppert Min the form of budget dollars and increased 


Eee >Onnel strength. 


Be. RECRUITING DIVISICN (G-PMR) 


1. The mission of the Coast Guard's recruiting vrogra 
ememera be rerined to read in part, "The basic objective of 
Meenccast Guard military recruiting program is =o 
Steet tied offics:zs, cade, officer candidates and ealisted 
pomsomnnel in sufficient numbers and of sufiticient quality to 
meet Regular and Reserve service needs." 

2. Consider an addition to Chapter Three o 
— Manual +o provide the x=scruit Witn the charac~- 

meet: cs Of 4 “best-qualizied" Ss ee 2S weil as the 
a3 y qualified. 

3. Consider a change to Chapter Seven of the Recruitirg 
Manual te more specifically address *h2 considéeratic 
emeoGtes 2m the application of "selective recruiting” and 
their relationship to the quality objectives. 

YW. Redesign the fermat of the Monthly Report of 
Recruiting Activities (CG-2957) +o includes the foilowing 
qualitative performance measures (reportable by recruiting 
orfice): Number of High School Diploma Graduates; Number of 
CElmepeceiecs; Number of recruits “in the foltowend AoE 
Bamges (40 = 50) (51 =965) (665-599); Number of Fecruicse 
Gischarged fron recruit training. These measures shouid 
SUbSequon=lywbs included an the annual Recap ~Wecicn of 
Regular -ReCrunting Actzvici es. 

De ReVieweaveiwavile SsrrerOrlal DoOwential data £¢ deter- 
mine the — Meee hci cl(-Of Sach FScroult2ng aseetaiecu, 
facilizating the asSianment of enlistment quota with 4 


diate y= Nc SLOVO Gualaty carge:. 
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or 


quality potential, 
Geajectives, 
and the ass 
Shifting of recruiter resources from 
Reantzc/South Central to tne Paci 


7. 


program 


quantit 
8. 


training segment specifically oriented 
of qualitative 


fication and the resultant 


ae 
conduct a 
awareness 
old myths 


Upon determiuacion Of cach district 


Develop a Recruiting Dis 
that will model 


sense cf pricrities reflect 


incozporate 


's relative 


and in light of the program's qualitative 
review *he apportionament of recruiter bilii¢ecs 
Innes: Of MLNOELty EScruivears. Consider 4 


as SO 1 
mi GC/OUMee 1 Gere GLC 
eELCt-Or-thes-Year Trecegration 
eez 
u 


£ = j Same rs 
POG. Shs) Stim ot 


(1) 
ey) 


DVcmO em eiic (CONrCe eter on g 


See GasdperlOn TECEULsing p=>Eor mance. 


Weert ne Recrissing senool. ¢ 
hOmee ne Dp 
gua 


performanc? measures. 


and quantitative objectives, 


conjunction with the abovs recommendations, 


quality demand/ quality idenctification/quality 
Vnaane ViCdEen. £Os CULren= DeCriumewers comes nek 


and foster an allignment 9f individuai and organi- 


Zaticnal goals. 


Cae GPE 
1, Review the current manpower plaaning process to 
BiiGOom@Earate the Sxplicit inclusion of the qualizatcive dines 


As 


Recruiting Division with a 


Sion. Tecoultzing *argqets are vorepared, 


tive of actual Coast Guard manpowsr needs. 


Pe Weeking with the Recruiting Division, 
recruiter 
fective util: 


festl2te <ne nost af 


achieving quality and quantity obje 
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D. G-PMR, G-PTE, G-KOM 


Pec eCOniZ1nG Se hemsnaced LeSponsibliity for =tacruit 
a 


attrition, form™a joint panel to revisw its causes and 
fenmulate recommendations fort chang2s in policies cz prece- 
dures for its reducticn tos an acceptable level. 


Bae POSTSCRIPT 


Peeneeen= DEgining, the purpose Sf This taesis has next 
keén to highlight the weakness2#s of the recruiting program, 
memgemen se Nas been to identify the difficult challenges “<h 
it faces and +o recommend viable altern V d 
those challenges. The thesis indicates the 
considerable strength in the racruiting pro 
5 


trom which the zsecommendations can be iapl 


cas¢s, the recommendations do not point <o new idaas as they 
generally represent the actual d2sires and intent of the 


recruiting program. Perhaps =he simple mes 
thesis is that you get what you ask for, 


r 
desires cr intentions. Tha key lies in the opr 
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ieenecconigang the shared responsibility for recruit 
attrition, form™a joint panel to review its causes and 
Potace SScomMendations fon Changas in policies ca p=cesc- 


u 
dures for its reducticn to an acceptable level. 


Ree POSTSCRIPT 


FEQuMeenNe HEG2nand, the PWuPpoOSemer THAS =“nesis hac net 
keen to highlight the weakness2s of th2 recruiting program, 
Bimicop em: has Been to identity the difficult challenges 
it faces and to recommend viable alternativ d 
those challenges. The thesis indicates the pre 
Gomelderanp. = seLength in the FrecruLtting progra 
trom which *the recommendations can be implemented. In mo 
cases, the recommendations do not point to new idea Ss 
gen2zrally tepresent the actual desires and intent of «hs 
recruiting program. Perhaps the simples massaae of the 
emesis iS that you get what you ask for, Ss 


is 
desires cr intentions. The key 112s in th 
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